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HE word training isn’t in as good repute as once it 

was. In the area of professional development, it was 
once common to speak of teacher training, nurses’ train- 
ing, and the training of engineers. The preferred lan- 
guage has come to be teacher education, nursing educa- 
tion, and engineering education. In areas of general 
human development, physical training has yielded to 
physical education, art training to art education, and 
training of the reason to education in thinking. In the 
general swing from training to education, the training 
of boxers, the toilet training of children, and leadership 
training represent the last strongholds of training in the 
vocabularies of many thoughtful people. 

We cannot wholly explain this shift in language as a 
change of fashion. A change of fashion it certainly is. 
But objectionable meanings often given to the word 
training have supported the change. One such objec- 
tionable meaning is that training imposes changes 
on people. This implies that people in training have 
no part in choosing what they should learn or how 
they should learn it. The trainees learn to behave in ways 
prescribed by the trainers. They are not in rational com- 
mand of the habits they acquire. The habits are in com- 
mand of them. The image here might be of circus poodles 
who have been trained to walk on their hind legs. Their 
human trainer defined the goal and content of their 
curriculum and induced them to learn it. If the training 
was success{"’. they can walk on their hind legs, but they 
don’t and can’t decide why or when to use these labori- 
ously acquired skills. The trainer has still to give the 
signal, turn the mechanism on or off. 

We reject outright any such notion of training 
leaders. First of all, it can’t serve the central purposes 
for which leader training is organized. Leaders don’t 
operate in unchanging situations. The groups, organiza- 
tions, and communities in which people lead present 
changing, not fixed, demands upon leadership. A fixed 
routine of behavior prevents a leader from responding 
intelligently and flexibly to these changing demands. 
Second, it is immoral to influence people in ways which 
lessen their command of their own powers and energies, 
which increase their dependence upon the will and judg- 
ment of others. To be truly liberating or liberal, any 
educational effort must leave the learner more fully in 
rational command of himself, his judgments and his 
choices, than he was before. 

We stand, in this sense, for liberal training of 
leaders. And this means that they must share in de- 
termining the goals and the methods of their education. 
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CAN LEADERSHIP TRAINING BE LIBERAL EDUCATION? 


Another objectionable meaning is that training 
imparts skills and techniques without the underlying 
ideas, attitudes, and values which are necessary to guide 
their intelligent use and adaptation. Trainees learn how 
to do something; in leadership training, to lead. They 
don’t learn the whys for leading one way instead of 
another. 

We reject this notion of training, also, and deplore 
the separation of leadership skills from basic ideas and 
values. When a leader chooses to act in one way rather 
than another, he is not merely choosing one behavioral 
skill over another. He is also choosing to represent one 
idea or ideal of leadership over another. He is choosing 
to serve one set of values rather than another. We believe 
leaders should be trained to be conscious of what they 
are choosing. They must explore relevant ideas and 
values, as well as skills, in their training. They must 
develop self-insight and self-knowledge along with ef- 
fective ways of influencing the thinking and behavior of 
other people. Leadership training, as we conceive it, 
must meet the highest standards of liberal education. 

Why, then, do we persist in speaking of leadership 
training? We believe there is loss as well as gain in 
translating training indiscriminately into education. 
There are some who believe that learning can be liberal 
only when it is acquired and developed without reference 
to practical situations in which it will be used. In this 
view, practice is opposed to liberal education. This view 
we reject. We believe that ideas and principles of value 
acquired verbally without reference to their use and ap- 
plication can fail to liberate the conduct of leaders. Such 
learning may lead to changes in their ways of thinking 
and talking about leadership without changing their 
actual practices. Where they are sensitive people, this 
education may actually multiply their conflicts, because 
they sense inconsistencies they have not been helped to 
bridge between their ideas and their actions. 

By thinking of leadership development as training 
we keep the practice element in the educational process. 
Thinking in terms of training helps us remember that 
people do not achieve liberated conduct without de- 
veloped ability to diagnose the leadership requirements 
of practical situations. It helps us to remember that 
practice is required to develop diagnostic ability as well 
as to develop appropriate skills and techniques. If we 
can remember at the same time that practice cannot be 
intelligent without an adequate equipment of relevant 
ideas and principles of value, leadership training can 
become, as it should be, leadership education at its best. 
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By the Issue Committee 


What kinds of activities go on in the United 


States today under the name leadership 


training? 


The Technolite Company has purchased a supervisory 
training plan from the Human Relations Skill Assdciates. 
The plan consists of twenty sessions, including talks on 
“How to Become a Better Leader” and “The Role of the 
Supervisor as a Group Leader.” The talks are accompanied 
by self-inventory forms to be filled out by the supervisors 
attending the session. Next week all the supervisors will 
be given a schedule of the meetings. The Director of 
Public Relations will present the talks, with some time 
planned for discussion. 


The military services are operating a variety of 
schools for the preparation of officers in command as- 
signments and field leadership tasks. Officers from each 
service attend schools conducted by the other services. 

Anton Slivak, president of the Mill & Woodworkers 
local of the Milltown wood processing plant, is carrying 
on a series of evening workshops for 30 shop stewards 
to familiarize them with the principles of time-motion 
study. The union employed Mr. Bullard from the firm 
of Bullard & Sells, industrial consultants, to conduct the 
training. The workshop procedure involves a technical 
presentation by Mr. Bullard followed by discussion. On 
alternate evenings, Mr. Slivak designates four or five 
trainees to make a presentation. of the previous session's 
material as they would do it to a group of workers. Mr. 
Bullard serves as a critic consultant during these prac- 
tice sessions. 

Mrs. Bertha Kline, president of the county parent- 
teacher association, has arranged an institute for presi- 
dents of the 110 parent-teacher organizations in Lincoln 
County. She enlisted the help of the county superintendent 
of schools and two group work specialists from the Uni- 
versity School of Social Work. The objectives for the 
institute were to learn how to increase parent member- 
ship and participation in P.T.A. organizations and to learn 
how to develop favorable public understanding of the 
schools of Lincoln County. 

The institute used a panel composed of the county 
superintendent, the group work specialists, and two ex- 
perienced P.T.A. presidents. The panel discussed three 
topics in turn: (1) How to recruit members; (2) How 
to improve the quality of P.T.A. meetings; and (3) Inter- 


preting the schools to the community. Following the 
panel presentations, the institute divided into three dis- 
cussion groups for further exploration of the three topics. 

A national corporation uses role playing situations 
for training salesmen. Some situations center around the 
salesman’s relations with dealers, others around relations 
to consumers, and the rest around relations with sales 
supervisors. The salesman as a leader of group discussion 
is one of the roles which the salesmen practice and 
discuss, 

Under the auspices of a regional office, a one-day 
leadership training conference was held for 30 profes- 
sional Boy Scout leaders. Mr. Gaynor from the regional 
office used the case method in conducting the institute. 
Each case was discussed for about 90 minutes. Mr. Gaynor 
had abstracted representative problem situations from 
actual experiences in another region and had distributed 
multigraphed copies of the case situations to participants 
for study before they came to the institute. 

As a sample, one case described a conflict between 
members of a local governing board in which the profes- 
sional leader had responsibility for resolving the differ- 
ence without losing the support of either member. 


A leadership training conference for 120 volunteers 
and professional staff members from two western regions. 
has focused on four subdivisions of the Civil Defense 
Welfare Services—registration and information, evacua- 
tion, mass care and rehabilitation. After this regional 
conference, the state Director of Civil Defense in one 
state scheduled a series of 1-day institutes in different 
parts of his state. In these institutes, county and metro- 
politan directors and members of welfare services staffs 
took part. The procedure included presentations by mem- 
bers of state and regional civil defense offices covering 
the four subdivisions of welfare services. Then the group 
divided into four sections for discussion of the special 
problems of each subdivision. At a final meeting, these 
problems were reviewed and tentative answers supplied. 

The Chairman of the Board of Directors of one o/ 
the country’s largest corporations called on a firm of 
psychological consultants to collect facts about the in- 
terpersonal relationships of and the communication be- 


adult leadership 
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tween the president, vice-presidents and other key officers 
of the corporate management. These facts were to be 
used as a basis of later training to improve these rela- 
tionships. The consultants began by a study of the 
functions and executive behavior of the board chairman. 


John Alvord, president of the Trades & Labor Coun- 
cil in Smelterville, an industrial city of 63,000 people, 
seventy per cent of whom are laborers and their families, 
has recognized the need for more effective participation 
in community affairs by labor leaders. 


Mr. Alvord did not believe that a direct appeal for 
labor leaders to assume community leadership would re- 
ceive favorable support. With the assistance of Dr. Frank 
Grove, from the State University Extension Service, Mr. 
Alvord organized a one-day workshop in which the an- 
nounced subject was “Securing Better Recreation Facili- 
ties for Children of Labor Families in Smelterville.” Ex- 
ploration of this subject inevitably revealed the need for 
community leadership by labor people. 


At the request of the League of Women Voters and 
the Toastmasters’ Club of Rainey Park, the Director o/ 
Adult Education in the city schools has organized an 
evening course on leadérship for officers of various vol- 
untary organizations in the community. He is organizing 
his course around the reading and discussion of selected 


issues of ADULT LEADERSHIP. 


Monadnock takes pride in its plan for training of 
new police officers. They study thoroughly legal proce- 
dures, use of firearms, detection techniques, etc., but they 
also emphasize in their three-week orientation course 
the human relations problems of the policeman’s role. 
They have role played and discussed the policeman’s 
behavior in a great variety of human situations, em- 
phasizing the responsibilities of the policeman as a 
representative of the values of law and order, and as an 
influence on the attitudes of one group in the community 
toward the others. Many times the rookie officer finds 


The editors wish to thank the following contributors, 
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scope and pattern of leadership training across the 
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perceptions of the major problems in the field. 
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out something about his own prejudices which he must 
understand if he is to deal fairly with the great variety 
of people of different backgrounds in the city. A pro- 
gram of supervision on the job follows the orientation. 
New problems encountered on the job are taken up in 
scheduled training discussions. 


The Pacific Area of the American National Red Cross 
each year conducts a leadership training school in aquatic. 
skills at Twin Echo Lake in Northern Idaho. It enrolls: 
about 80 trainees for a 10-day session. Trainees range, 
in age from 18 to 60 with an average age in the lower 
30’s. The trainees include volunteers from Red Cross 
chapters and youth agencies, members of law enforce- 
ment agencies and city and school recreation depart- 
ments. The staff members are people with backgrounds 
combining aquatic skills with leadership experience and 
com petence. 


The Red Cross provides continuing leadership train- 
ing for the graduates through consultation with field 
staff members and through correspondence. A significant 
percentage of the trainees in aquatic schools return for 
refresher training in leadership skills. 


A group of leaders from twenty County Farm Bu- 
reaus are meeting with a clothing specialist in the Agri- 
cultural Extension Service on the campus of a large state 
university. They have decided, through correspondence, 
what the next clothing project is to be. Now they are 
working out a step-wise procedure for making raincoats. 
They are also discussing problems of how to pass’ this 
information on to club leaders in their communities. 
Leadership training here is integrated with the subject 
matter for a specific project. 


Thirty board members from the various community 
agencies in Gerard, Texas, are meeting in a conference 
for the discussion of changes that have taken place in 
their community during the past twenty years. The City 
Engineer has gathered a lot of pertinent information 
about changes in population, housing, ethnic groupings, 
industrial development, etc. The meeting was organized 
by the Volunteer Bureau of the Council of Social Agen- 
cies. Board members are trying to learn the needs of 
Gerard as a total community. 


The staff members at Rhodes Community H- spital 
have organized a well-baby clinic. In planning and staffing 
this activity they arranged for on-the-spot supervision 
of the student nurses, who work in the clinic and who 
also participated in planning its program. Further, they 
will discuss their clinic experiences in continuing stafl 
conferences using health education personnel as special 
resource people on problems of community leadership. 


Prospective and current leaders of trade unions in 
Western Europe come to this country for instruction and 
actual working experience in the organization and oper- 
ation of U.S. trade unions. Participants work on regular 
American jobs, draw regular pay, pay taxes, are laid off, 
are transferred when necessary, take their place in sen- 
iority—and thus are sensitized to the realities of the 
American worker's experiences. Regular weekly seminars 
help them understand the background and the “why” of 

‘ {Continued on page 30) 
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On this page you will find some old familiar ways of 
responding to training experiences. 

They are not to be confused with the seven deadly 
sins. 

They are, rather, exaggerations of normal and useful 
aspects of human behavior. Such exaggerations are 
brought out by the stresses and uncertainties of the train- 
ing situation, much as a man may raise his feet unneces- 
sarily high when walking upstairs in the dark. 

And once started, these exaggerations may become 
fixed ways of behaving, stereotyping us in the minds of 
other group members and serving us as ready-made, 
training-proof shelters against changing. 

Who of us hasn’t observed some of these behaviors 
in others? On second thought—to come closer home— 
who hasn’t observed some of them in himself? 

One of the most frequent defenses of the trainee 
is to attack the training program. Here are some typical 
gambits: 


“THIS IS JUST THE 


Ses (5 SAME OLD STUFF." 


es) 


The trainee has a right to expect some new insights or 
skills, If you think you’ve heard, seen, and done all this 
before—and the advance publicity promised you some- 
thing different—why not ask when the group is going to 
deal with the material you expected? 


THEORY'S FINE, 
BUT LET'S GET DOWN TO 
PRACTICAL TECHNIQUES.” 


The trainee needs to learn to apply theory in solving prac- 
tical problems. True enough. But instead of opposing 
theory to practice as though they somehow got in one an- 
other's way, why not ask what light the theory sheds on 
the practical problems you face? 


wy 


The trainee rightly asks what evidence there is for the 
generalizations being expressed. But don’t expect all ideas 
to have been proved or disproved. Most of them are hy- 
potheser, more or less probable, more or less tested. What's 
wrong with a new idea that you yourself can try out and 
help to prove or disprove? 


Cartoons by Jack Bratten—Text by the Editors 


"NONE OF THIS APPLIES 
TO MY SITUATION." 
7 — 
The trainee needs to see applications of the training to his 
own problems. If you don’t see how the training applies, 
why not ask? Try to see what aspects of your own job pre- 


sent problems similar to those the training group is working 
on, 


\ 
_ Sometimes the defense against training takes the 
form not of objections to the program, but of undis- 
criminating acceptance of it. 


“ISN'T THIS WONDERFUL? 
IT'S SO GOOD FOR US!" 


Enthusiasm and involvement are assets in training. Becom 
ing ecstatic, however, blinds one to what benefits one should 
and should not expect from a training program. The abil- 
ity to keep emotions under some rein, however loose, is as 
valuable in training as in most other public situations. 


Sometimes we act as though we’d forgotten why we 
undertook training in the first place. 


"I'M DOING ALL RIGHT 
AS | AM. WHY CHANGE?" 


~~ 


True. If you weren’t doing all right in many ways, there 
might not be much point in your training to do better. 
Good training assumes that trainees have successes in their 
record, But why not concentrate, while in a training situa- 
tion, on identifying the ways in which you can improve? 


One of the most frequent defenses against the pri.- 
sure to become personally active and involved in training 
experiences is to put full responsibility on the leader. . 


The training leader is, let us hope, an expert in training. 
And his very expertness leads him to believe that unless 
you take part in contributing ideas, facts, experiences, and 
active cooperation, you will not learn or change much. 
Futhermore, you are depriving your fellow trainees of your 
help if you do not contribute to the common effort. 


adult leadership 
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Both trainer and trainee have active parts to play in any training pro- 


gram. To play these parts well, both need to know the conditions that 


help and hamper effective training. This article discusses some of the 


conditions that careful students have found to be most important in 


determining the effectiveness of training. 


THE CRUCIAL CONDITIONS OF TRAINING 


Based on materials prepared by the Issue Committee 


EN today know how to control in the service of 

Se human purposes many natural processes and 

v events which once they had to leave to chance or 

providence. Modern science and engineering have won 

this control by discovering the crucial conditions which 

determine how events proceed toward one outcome or 
another. 

Take the process of growing wheat as an example. 
When men know that wheat plants grow and yield best 
if specific conditions of temperature and moisture, min- 
erals and organic matter, are present, they can supply 
these conditions and, as a consequence, grow more and 
better wheat. There are, of course, other conditions pres- 
ent in the growing of wheat. The seeds are planted when 
the moon is in one phase or another. The wheat may be 
planted by men or women, by pretty or ugly people, by 
tall ones or short ones. The effective control of wheat- 
growing has come as these latter conditions have been 
found not to be crucial in affecting the outcome and as 
the former, crucial conditions have been sorted out and 
defined. Knowing which conditions are crucial and which 
are not saves men from superstitious or magical attempts 
to increase the yield of wheat by manipulating the lunar 
phase during which the seeds are planted or the sex, size 
and appearance of the sowers. 

Examples of this sort could be multiplied endlessly 
in the history of man’s increasing technological control 
over events which affect his welfare. The important point 
here is that the same principle applies to the control of 
the processes by which men grow and develop. Men will 
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be able to substitute foresight for luck, intelligent plan- 
ning for magic, in controlling the processes of their own 
development only as they identify and understand the 
crucial conditions which influence these processes. 


Men are not yet as fully in command of the proc- 
esses of human culture as they are of wheat culture. The 


Training is an attempt to focus influences on people in 
order to refashion and improve their conduct in certain 
specific respects. Men resort to training when they are dis- 
satisfied with the quality of their own performance or that 
of other people in some situation, or when they confront 
some new task for which previous training and experience 
has not equipped them. 


Leadership training aims at changes in the performance 
of people who occupy leadership positions in some organi- 
zation or agency. The specific content of leadership training 
will vary widely with the program of the organization, with 
the particular dissatisfactions felt concerning the quality of 
leadership, and with the training resources available. But, 
whatever its specific content, leadership training means an 
attempt to stimulate and support leaders’ efforts to Jearn 
knowledges, attitudes and skills that will improve the 
quality of their performance in leadership positions. And 
usually this means the relearning of old knowledges and 
skills as well. 
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conditions influencing processes of human development 
are typically more complex than those influencing non- 
human events. It is harder to sort out which conditions 
are crucial and which are not in determining what happens 
to the people involved. Moreover, the practice of apply- 
ing scientific and engineering methods to understanding 
and controlling processes of human growth is compara- 
tively recent in man’s history. Yet man’s hope of escap- 
ing the whimsical tyranny of chance lies in extending and 
improving the practice. 

What do we know at present about the crucial con- 
ditions under which processes of training go on best? 
We need to remember that our knowledge in this, as in 
other areas of human science and engineering, is limited. 
But, granted these limitations, a few conditions seem to 
be crucial in determining the effectiveness of training 
processes. The improvement of training, including lead- 
ership training, requires the creation and development of 
these conditions in the conferences, classes, supervisory 
relationships or other arrangements we set up to upgrade 
the quality of people’s performance. 


The Importance of the Training Group 


Why are people usually brought together into groups 
for training? Considerations of convenience and economy 
provide a part, but only a small part, of the answer. It 
is cheaper and less trouble for twenty people to be 
brought together to see a demonstration than to provide 
twenty individual opportunities for this experience. But 
we need to go deeper in understanding the relations of 
group memberships to individual behavior to find another 
more important part of the answer. Experience and re- 
search in changing food habits, in altering racial preju- 
dices, in retraining alcoholics, as well as in leadership 
training, indicate that it is often easier to change indi- 
viduals as members of a group than to change any one 
of them separately. For certain kinds of reeducation at 


least, the training group seems to be a necessity, not just 
a convenience. 


This does not seem so very strange when further re- 
sults of research in social psychology and anthropology 
are recalled. Groups exert tremendous pressure upon in- 
dividual members to conform to the group’s norms. To 
deviate from a group’s norms is no easy task for a mem- 
ber, if the group is important to him. Deviation means 
disapproval, loss of status and influence, perhaps outright 
rejection. Notions of what is feasible and possible by 
way of conduct, as well as what is proper and desirable, 
are bounded for the individual by the norms of the 
groups in which membership is important to him. 


These group effects are often experienced as resist- 
ance to training. A speaker who advocates behavior for 
leaders which violates the customs of their group with 
respect to leadership is likely to be seen, at best, as 
“theoretical” or, at worst, as downright “subversive.” A 
film which shows a meeting run in ways which are mark- 
edly different from the ways in which the groups to 
which trainees belong run their meetings is likely to be 


regarded as unrealistic or impractical. Changes in per- 
formance, or in concepts and attitudes about perform- 
ance, for that matter, which run against established group 
customs and mores aren’t likely to be seriously consid- 
ered, let alone accepted by those in training. 


But group standards may be brought to the support 
of training too. If people in training can develop a group 
of their own in which openness to new ideas and experi- 
mentation with new patterns comes to be the group norm, 
the pressure of the group on the individual member will 
tend to support change rather than to thwart it. Member- 
ship in the training group must become important to its 
members if its norms are to have power over them. 
Moreover, their membership in the training group must 
not be seen by them as involving disloyalty to their groups 
outside the training situation. They must feel that they 
have approval from their “home” groups, at least within 
limits, to experiment, to change, to bring back something 
new from their training, if full-fledged membership in the 
training group is to be willingly accepted. 

The building of a training group is thus a crucial 
condition of effective training. And the norms of the 
training group must be such as to encourage in its mem- 
bers openness to new ideas and experimentation with 
new patterns and skills, if reeducation is to take place. 


The Group as an Aid to Communication 


A process of training’ requires free and effective 
communication between trainees and trainers. Those who 
seek help through training must communicate their sense 
of the problems and difficulties with which they need 
help. Those who give help must communicate their ideas 
about ways of defining these problems more accurately 
and about possible solutions to be considered and ‘tried 
out. Unless free and effective communication can be es- 
tablished, not much reeducation will result. 


Communication blocks are of many kinds. Most 
people are aware of semantic difficulties due to different 
vocabularies in the training situation, to differert 
meanings for the same words, to lack of skill in translat- 
ing meanings from one vocabulary to another or from 
one point of view to a different one. These blocks to com- 
munication are distressingly real. But ways of dealing 
with them are generally accepted and understood. A 
speaker can be asked to speak more simply, to translate 
technical concepts into everyday lanaguage or to provide 
concrete examples to give them meaning. Non-verbal aids 
to communication—pictures, demonstrations, experiences 
—can be brought in to support the spoken word. 


Social-psychological blocks to communication are 
just as real as semantic barriers, though not so generally 
recognized or understood. Differences in status among 
members may thwart two-way communication. The boss 
may not be able to listen to the worker where his ideas 
and feelings are different; the worker may not be able 
to talk up to the boss. Differences in power and prestige. 
too, may block the development of communication in a 
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training group. For example, a trainer may have the op- 
portunity for uninterrupted communication to the train- 
ees. But the return channel for clarification or challenge 
by trainees may not be provided or may be provided to 
a very limited degree. Differences in interest create bar- 
riers too. Members in a training conference from dif- 
ferent parts of an organization or from different or- 
ganizations bring different frames of reference to the 
training experience. They see different problems as im- 
portant. They defend different values. They perceive dif- 
ferent threats in new ideas or practices that are proposed. 

There is no magical way of overcoming these bar- 
riers to free communication. Providing opportunities for 
face-to-face communication probably offers the best 
chance for building motivation to communicate across the 
barriers of differential status, power and interest and for 
working through these differences to mutual understand- 
ing and agreement. For trainers to find better ways to 
present expert knowledge meets only part of the com- 
munication problem. For trainees and trainers alike 
to find ways of sharing information and experience an- 
swers the problem more fundamentally. This means build- 
ing of small, face-to-face groups into the training design. 


The Group as a Practice Laboratory 


People must have an opportunity to practice new 
ways of behaving, if these are to become a part of them- 
selves. This fact lies behind the frequently stated principle 
that we learn to do by doing. The principle is true as 
far as it goes. But doing will lead to desirable learning 
only if certain conditions are present in the practice sit- 
uation. What are these conditions? 

First, the learner must be free to try something new. 
This means that he must be free to make mistakes as well 
as to achieve successes. It is not enough for those in 
authority to tell the person that he is free to experiment 
with new ideas and new techniques. He himself must feel 
free to venture into new ways of thinking about his job 
and of doing it. The leader of a P.T.A. study group may 
be told that she is free to try new ways of getting mem- 
bers to participate. But she may not feel free to depart 
from the customary ways of the organization. She may 
feel that the meeting is too important to risk making a 
mistake. She may feel that she will lose face if she per- 
forms awkwardly, as she probably will at first, in trying 
something she hasn’t done before. : 

It is for these reasons that training in new ways of 
working often requires that people be taken off the job, 
where the penalties of failure are too great to risk alter- 
ing established ways of doing things. If the new skills 
being learned are skills in dealing with other people, as 
leadership skills are, this means building a training group 
in which people are free to practice, new ways of leading 
in situations comparable to their jobs, new ways of deal- 
ing with the problems they present. This means, first of 
all, that everybody in the group be willing to regard him- 
self as a learner and to accept the purpose of the group as 
helping members work out better ways of dealing with 
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their problems. It means further an expectation that mis- 
takes will be made, a standard that members are not to 
be laughed at if they are awkward in trying something 
new, an assumption that members are there to give and 
receive help from each other. 

Second, the learner must be able to see and know the 
effects which his behavior achieves if he is to weed out 
behavior which gets effects he doesn’t want and establish 
those behaviors which lead to the effects he desires. Other- 
wise he doesn’t acquire the meanings of his acts as he 
practices them. Patterns of action controlled by meanings 
are creative and intelligent. Everyone has looked at a 
new costume in a mirror in order to see how it will look 
to some one else and to correct it in order to get the 
visual effects desired. Many have listened to their voices 
in a recording to hear how they sound and to practice 
ways of speaking which will get the auditory effects they 
want. This process of getting feedback on the effects of 
what we do, in order to improve what we do in terms of 
better achieving some desired effect, is a part of all in- 
telligent practice. 

How does a leader hold a mirror up to his behavior 
so he can find where it needs modifying and so that he 
can practice new behaviors until they achieve the effects 
he wants to achieve? Here again the training group pro- 
vides a crucial condition of effective practice. A leader in 
training needs to know how his behavior affects the 
people he is leading. Often on the job, it is hard to get 
objective reports of feelings and reactions to the lead- 
er’s acts from the members. In a training group in which 
people are free to be honest without being vindictive, a 
leader in training can get dependable feedback on the 
effects both of his established ways of leading and of new 
ways which he is trying out. One of the main ways in 
which a training group can help each member is to fur- 
nish data to him about how his behavior affects the other 
members of the group and to help him plan and practice 
new behavior which gets more of the effects he wants. 


Individual Involvement Is Essential 


So far the emphasis has been upon the training 
group as providing crucial conditions for effective train- 
ing. This emphasis does not mean that the individual’s 
‘relations to the process of training are not also crucial. 

First in importance among these is that the trainee 
be ego-involved in the training program. Ego-involvement 
means more than interest as that term is usually used. 
Nearly everyone who takes part in a training program is 
interested to some degree. But often this interest persists 
only during the training meetings. No effects carry over 
from the meetings to his life outside. Ego-involvement 
means commitment on the part of the trainee to changes 
in his attitudes, knowledge and conduct which endure 
after the training as such is completed. 

Involvement means that the individual’s self—his 
needs and his goals—become so interrelated with the 
training experience that he sees the training as a way of 
satisfying these needs and achieving these goals. If we 
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think of the self as having surface regions as well as 
central regions, we may say that interest taps the surface 
regions while ego-involvement enlists the central regions 
of the person in the training activities. The trainee must 
see that needs, basically important to him, will be me: 
through the training, if ego-involvement is to occur. 

If the training is seen as a threat to basic need-satis- 
factions it will be resisted. This accounts for some of the 
resistances of leaders to training designed to help them 
function more democratically. If the leaders feel, more 
or less consciously, that the main satisfactions from lead- 
ership come from exercising authority over others, and if 
the training in democratic methods is seen as reducing 
these satisfactions, the training will be regarded as a 
threat to need-satisfaction. If leaders cannot come to see 
that training in democratic methods of leadership can 
serve important personal needs, ego-involverient in sup- 
port of the training will be missing and little positive 
effect from the training will result. 

Ego-involvement on the part of trainees doesn’t just 
happen. Certain psychological requirements need to be 
met in setting up the training, if it is to occur. Five re- 
quirements may be mentioned. 

1. The goals of the training must be based upon the 
needs of those being trained. 

2. The connection between training goals and his needs 
as he perceives them must be seen by the trainee. 

3. The training content—problems, issues, informa- 
tion, skills—must be seen by the trainee as in some 
sense applicable to his on-the-job situation. 

4. Trainees must be encouraged to assess the effects 
of changing their behavior, both here and now and 
on the job after the training. They must be encour- 
aged to assess realistically the obstacles to changing 
their behavior when they get back on the job. 

5. The training experience must open up for trainees 
possible channels of applying what they have 
learned, of acting differently in the real world as a 
result of new ways discovered and tried out in the 
training world. 


Active Participation by the Trainees 


Participation by trainees in their own training is a 
key means toward ego-involvement. But, in addition, 
training which is to be effective is not something that 
trainers do to people. It is something that they (and other 
trainees) do along with people. 

If there is one principle upon which educational 
psychologists are agreed, it is that the learner must par- 
ticipate actively in the learning process if his behavior 
is to be significantly affected by it. He must think prob- 
lems through for himself and not rely passively upon his 
teachers or fellow students. 

What does this principle mean in planning and 
conducting a training program? It means in general that 
trainees must share in planning, in carrying out, and in 
evaluating the training program. Only as trainees par- 
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ticipate along with the trainers in identifying the prop- 
lems which are important to them will a training agenda 
take shape that makes sense to everybody, an agenda on 
which everyone is ready to go to work. This doesn’t mean 
that the trainer hasn’t a job to do during the identifica- 
tion of training problems. His job is to see that common 
elements among apparently diverse problems are seen by 
the training group and that these problems get stated in 
a form which releases a number of hypotheses and ap- 
proaches as possible solutions. Where only one solution is 
considered, not much learning at the level of ideas takes 
place. 

Participation is required, also, during the stage of 
discussing the problems. Plans, approaches, ideas should 
come from all the training group, not just from the train- 
er. This is important partly because a better stock of ideas 
is usually produced this way. It is also important because 
trainees need experience in all stages of problem iden- 
tification and solution, if they are to function more inde- 
pendently and responsibly when the training is over. 

During the stage of tryout and evaluation, both in 
the training group and on the job, participation by the 
trainees is also needed. The training gets its crucial test 
in its application. The data needed for evaluating the 
effectiveness of training and in, supplementing it where 
it turns out to have been faulty must come from the 
people actually involved in the trial. 


Building Security in Training 


Every learning experience involves some upset to 
established ways of doing things. When leaders are asked 
to learn to behave differently, their former ways of leading 
are called into question. Unless trainees become dissatis- 
fied with their present ways of working, motivation to 
learn new ways will not develop. To take away the security 
of a trainee in his present way of doing his job can be 
very threatening to his status, his pride, his confidence 
in his own ability. If the trainee feels that he must de- 
fend himself against the influence of the training or the 
trainer, not much desirable learning will take place. 

How can the insecurities, always present in some 
degree in training, be reduced to a minimum? Part of the 
answer lies in the building of a training group to which. 
each trainee belongs and wants to belong. Isolated indi- 
viduals feel more threatened by a challenge to their cus- 
tomary ways of thinking and doing than do individuals 
who belong to a group. Everybody in the training group 
is in the same boat. It is not unusual there to have deficien- 
cies and difficulties. 

Another part of the answer lies in the participation 
by all individuals in determining what problems are to be 
dealt with in training and at what rate. Individuals who 
have a say in what the training group is to work on are 
much less likely to have all their security props knocked 
out from under them at once. 

Finally, a trainee who is asked to give up an old 
way of working but who is offered something better to 


(Continued on page 31) 
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by George Gallup 


Director, 
American Institute of 
Public Opinion 


EFFERSON and Lincoln had an abiding faith in 
the good judgment of the common people—a 
faith which time has fully justified. 


The truth is that we, the people, have dealt amaz- 
ingly well with the problems which have confronted us in 
the past. 


But there can be no doubt that we are now enter- 
ing an era when our most pressing problems are com- 
plex in nature, and world-wide in scope. 


In this new situation in which we find ourselves, we 
can let a few men in Washington decide what we should 
do or we can follow the traditional pattern, with the 
majority of our citizens making the final decisions. 


But certainly if we follow this latter plan, the people 
must be informed. We cannot expect people to judge 
wisely if they have little understanding of the issues. 


The most simple type of survey will reveal how little 
our high school and college graduates know about the 
world today. Even more disturbing is the lack of active 
interest, on the part of many, in the vital problems which 
face the country. 


Let’s start with the lack of interest in elections. In 
no major democracy of the world do so few persons 
bother to cast their ballots. In the general election in the 
‘United States in 1950, only half as many persons, per one 
hundred adults, voted as in the most recent British elec- 
tion. In the presidential election of 1948 only slightly 
more than half of the adults of this country were inter- 
ested enough in the election to take time out to vote. 


In our February issue we asked you, our readers, to help us 
determine the areas of knowledge and experience and the 
topics most likely to be valuable to you as subjects for a 
series of special articles. You told us that you are par- 
ticularly interested in education, sociology, and psychology, 
and need most of all a greater understanding of the whole, 
broad field of social science. 


june, 1953 


renaissance? 


@® The following statement is part of a 

speech made by one of our leading opinion 
pollers before the National Citizens’ Commission 
for the Public Schools. The speaker poses 

a problem of heroic proportions and one which 
presents an unavoidable challenge to 

adult leaders in this country. Editorial comment 
following the statement points up aspects 

of the problem which adult leaders cannot 
afford to overlook. 


Let’s look at the reading of books. As we turn out 
more and more millions of high school and college gradu- 
ates, fewer and fewer buy and read books. Despite the 
fact that the United States has a higher level of formal 
education than any other nation in the world, we have an 
average of only thirty book stores per state. In recent 
years these stores have not found sales increasing, even 
though many more millions of high school and college 
graduates should be customers. 

Daily more adults in the United States read a comic 
strip in their newspaper than read the most important 
news story on page one. And all the people who listen 
to all the educational programs on radio or television 
would’ together not equal the number who hear or see a 
single top entertainment show. 

Fewer than half of all adults in America who have 
had the advantage of some high school training know who 
Anthony Eden is. A third of all adults couldn’t identify 
Dean Acheson as secretary of state when asked about 
him. Although the Suez Canal is a trouble spot at the 
moment, fewer than half of those over twenty-one today 
know where it is. Harold Stassen has been one of our 
most active candidates for the presidency since 1940, but 
still four persons in ten say they do not know who he is. 
Slightly more than half of our citizens know that each 
state has two senators, but only one person in four can 
name the senators from his own state. 

Today the penalty for ignorance is staggering be- 
yond belief. Let me illustrate. One of the great problems 
facing this country at the present time is how to deal 


You hoped that in coming issues we would plan to 
publish articles on Democracy in Your Daily Life, Goals 
for Social Action, and Living with Other Cultures. 

We are opening the series with a topic in the field of 
education and with a name familiar to every American who 


has ever read a newspaper or listened to a radio—George 
Gallup. 
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with Asia. How well do our people understand the forces 
at work there? The answer: amazingly little. 

Take such a simple matter as population. Over half 
the people of this country either have no idea whatsoever 
of the population of China or else guess a figure that is 
less than the population of the United States. Most peo- 
ple haven't learned what every fifth grade school child 
should know —there are an awful lot of Chinese. 

Even more shocking is the lack of knowledge today 
about South Korea, our United Nations ally for 
than a year and a half. Despite the tremendous volume 


more 


of war news from Korea, only three persons in every one 
hundred have even an approximately correct idea of the 
population of this country or of its military manpower 
potential_both of which happen to be nearly ten times 
as great as the typical American guesses. 

As you might ¢ Apect. many pear le done 
Formosa or Manchuria is, or what is meet 
ty-eighth parallel,” 

But our ignorance of Asia goes far beyond geograph- 
ical and population facts. The plain truth is that we know 
even less about the Asiatic people-—what they think, what 
they want, why they are following their present course. 
‘The Rus iians hand he yernle 


Oa the ather understand 


Iru 


irn to ppl theory in 


enough Rut instead of 


tical problems 


theory to practice " though they somehow got in one in 
other way why not ask what light the theor sheds on 
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The trainee rightly asks what evidence there is for the 
ae neralizations be ima ¢« xpressed, But don’t « xpect all ideas 
to have been proved or disproved. Most of them are hy 
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more or less tested. What's 
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potheses, more or le 


wrong with a new idea you your can try out and 


help to prove or disprove , 


Further proof of this interest was demonstrated at 
the time of the Communist Youth Conference in Berlin. 
When some of the delegates from Communist countries 
crossed the line into West Berlin they were interviewed 
on what type of program they would like to have our radio 
stations broadcast to their countries. Imagine the shock 
of our representatives there when they were told by these 
young people that they didn’t want jazz music. What 
they wanted was serious talks on world politics. 

I do not wish to put the whole blame upon the 
schvols for this lack of knowledge about the world, and 
for this lack of interest in current pro®lems. All must 
the various media of communication, 
the family, and even the individual himbelf. 


share the blame- 


But | think you will agree that something has to be 
done. We must do something to change the intellectual 
climate of t rr o abe nt 


A rerio y Wa ene? work th 


intellectual renaissance, 


editorial comment 


It is always interesting to read, and ADULT 
LEADERSHIP is proud to publish, commentary, and 
criticism of present-day America by as forthright and 


j 
| ' 
| 
' ' Pe 
b4 
’ pul a 
' 
4 
a 
gar 
a w A 
+ 


F 
———— 


; 
ge 
alin 4 | 
yy y 
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(,ood training assumes that trainees have successes in their 
record, But why not concentrate, while in a training situa- | ’ tt 
tion, on identifying the ways in which you can improve? nt 
th 
Q) ft t frequent defer igainst the | 
| ; nlar 
tl ales 
t | i ict nd i olved in tr . : tall 
a ta 
x t it I] I | lity ( the l I 
Pro \ 
Ip, foul 
. ie a 1 
( ; q th 
~ Va " lof 
V’* ) q i 
fo'> ‘ re 
Lo — ? 
KK ] 
ae QD a pha 
‘ , [ il d 
The training leader is, Jet us hope, an expert in training. | 
And his very expertness leads him to believe that unless ee 

. . . ° ° q in ft 
you take part in corctributing ideas, facts, experiences, and . 

: : i ‘ 
ictive cooperation, you will not learn or change much. ‘ 
Futhermore, you «wre depriving your fellow trainees of your ay nere 
help if you do noi contribute to the common effort. | t! 
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the processes of leadership training 
by the Issue Committee 


EADERSHIP training aims to improve the performance of people now in leadership positions or who are 

preparing to fill leadership posts. If presidents of organizations are trying to learn to preside more effective. 
ly, their training isn’t fully accomplished until their performance in business meetings or in other meetings 
where they are called on to preside is actually improved. If supervisors in an industry are trying to learn better 
ways of conducting meetings of shop foremen, then the pay off from their training is in actual improvements in 
the conduct of these meetings. Leadership training, in any complete sense, aims at improvement, and this means 
change, whatever else it means, in a leader's performance in one or more actual situations. 

For a leader to change his actual performance is a complicated process. All of us know that giving a leader 
information about how he might do his job differently or about how others have done a similar job better is 
usually not enough to change the way he actually performs. He may not have the skills to carry out what 
his knowledge of more productive ways of leading suggests as more desirable, In that case, he needs training 
in the skills required by a new way of behaving. Or he may see no need for changing his present ways of 
working. In such a case, his need is to develop motivation for learning new habits and sk’"!s. 

Whatever the specific job a leader may be doing, he needs to relate to the people he .s called upon to lead. 
In order to relate effectively to oihers, he needs to be sensitive to their feelings, perceptions and attitudes toward 
himself and to other people too. The leader may be deficient not in knowledge of goals or possible methods or 
in skills of performance but in diagnostic sensitivity toward othe: people, individuals or groups. This may be 
what he most needs to learn in leadership training. Or the leader may be blocked in improving his performance 


by his attitudes toward himself or toward others. He may know iat there are other ways of opening » mectine 


THE CRUCIAL CONDITIONS OF TRAINING 
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' p! l } in the t roup ist becor | tant t t 
Plot ! members if its norms are to have powe er th 
u I Vio1 er, their membership in the trai roup must 
' i l f t be seen by them as involving disloyalty to their grouy 
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earch in cl food habit ' ‘ racial preju help Those who give help must Communicate their ide 
ciee im 4e ileoholi ell in leadershiy about ways of defining thes« problems more accuratel 
trainin ip te that it is often easier to change ind and about possible solutions to be considered and tried 


iduals as members of a group than to change any om out. Unle free and effective communication can be ¢ 


tablished, not much reeducation will result. 


ommunication blocks are of many kinds. Most 
ent ‘ people are aware of semantic difficulties due to different 
Thais cd t ‘ t when further re vocabularies in the training situation, to different 
lis of research j ial | | thropology meant for the same words, to lack of skill in translat 
are recalled. Gre Ips ¢ rt treme us pre upon i ing meanings from one vocabulary to another or fro 
dividual 1 bers t nform to tl roup norm lo one point of view to a different one. These blocks to con 
eviate from a group’s 1 ea task for a men munication are distressingly real. But ways of deali 
ber. if the roup is imy t tc | Deviation me with the re generally accepted and understood \ 
d ipproval | of status and influence perhaps outri ht pe iker can be asked to speak more sit iply, to translate 
reyecti Noti of hat is fe hI 1 possible by t chnical concepts into everyday lanaguage or to provide 
iy ol conduct \ | wl is proper and desirable concrete examples to give them meaning. Non-verbal aids 
bounded { the j i il | t} nor { the to communication pictures, demonstrations, experiences 
ps in whicel bership 1 rtant to | can be brought in to support the spoken word 
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1 experienced as re t Social-psychological blocks to communication are 

et tram \ pe ker who \ te behavior f ust as real as semantic barrie! thou h not so generally 
leadet which lat the custo! of their e1 up with recognized or understood. Differences in status amon 
respect t le | t een, at best, a mbers may thwart two-way communication. The b« 

th retical o1 t vnright “subversive.” A may not be able to listen to the worker where his idea 

film which shows a meet run in ways which are mark ind feelings are different: the worker may not be abl 
edly different { the way which the groups t to talk up to the boss. Differences in power and presti 
which train by ! thei eet is likely to be too, may block the development of communicatior a 
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I t er may have the oy their | It th xpectat that 
tu tion the tra takes will a i that bet ot | 
1 t r claril t r challe be | he tail tt i iwk ird in trvit h 
i I id or! vy be provided t I pt that I ive Ul t 1\ 
i ted ¢ Differences in interest creat receive help { each oth 
t Vl I tral nierence t1 { Second, the learner t | ble t 1 | w tl 
{ rts | izal r tre dittere etiect which h ehavi wt { | t weed 
zat bri different fi of reference to th behavior wl ets effects h esn | t and establis| 
raining experienc They see different problen is i those behaviors which lead to the effects he desires. Other 
ortant. They defend different values. They perceive dif wise he doesn't acquire the mear s of his acts as h 
ferent threats in new ideas or practices that are proposed practices ther Patterns of action controlled by meanit 
There is no magical way of overcoming these bar are creative and intelligent. Everyone has looked at a 
to free communication. Providing opportunities for new costume in a mirror in order to see how it will lool 
face-to-face Communication probably offers the best to some one else and to correct it in order to get the 
har for buildiz motivation to communicate across the visual effects desired. Many have listened to their voice 
barriers of differential status, power and interest and for in a recordu to hear how they sound and to practice 
orking through these differences to mutual understand ways ol spe ikin which will get the auditory effects they 
ing and agreement. For trainers to find better ways t want. This process of tting feedback on the effects of 
present expert knowledge meets only part of the com what we do, in order t mprove what we do in terms of 
nication problem. For trainees and trainers alike better achieving desired effect, is a part of all in 
find ways of sharing information and experience al telligent practice 
ers the problem more fundamentally. This means build How does a leader hold a mirror up to his behavior 
f small, face-to-face groups into the training design o he can find where it needs modifying and so that he 


hieve the efleect 


in practice new behaviors until they ac 
wants to achieve Here again the traini roup pro 
vides a crucial condition of effective practice A leader in 
training needs to know how his behavior affects th 


The Group as a Practice Laboratory 
r; people he is leadin Oijten on the job, it is hard to get 


objective reports ol feelin ind reactions to the lead 

er’s acts from the member In a trainin group in which 

Pes | le must have in opportunity to pra lice new people are free to be honest without bein vindictive a 

iys of behavir if these are to become a part of them leader in training can vet dependable feedback on the 

selves. This fact lies behind the frequently stated pring iple effects both of his established ways of leading and of new 

that we learn to do by doing. The print iple is true a ways which he is trying out. One of the main ways in 

far as it goes. But doing will lead to desirable learning which a trainin roup can help each member is to fur 

only if certain conditions are present in the practice it nish data to him about how his behavior affects the othe: 

ition. What are these conditions? members of the group ar l to he Ip him plan and practice 
First, the learner must be free to try something new new behavior which get re of the effects he want 


[his means that he must be free to make mistakes as well 
is to achieve successes. It is not enough for those in 


iuthority to fell the person that he is free to « xperiment 
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A ew ideas and new techniqu » himse 5 ee . . 
with new ideas and new techniques. He himself must feel Individual Involvement Is Essential 
free to venture into new ways of thinking about his job 


and of doing it. The leader of a P.T.A. study group may 
be told that she is free to try new ways of getting mem 


bers to participate. But she may not feel free t depart So far the emphasis has been upon the training 
from the customary ways of the organization. She may group as providing crucial conditions for effective train 
feel that the meeting is toc important to risk making a ing. Thi empha is does not mean that the individual 
nistake. She may feel that she will lose face if she per relations to the proc ol trainin ire not also crucial 
forms awkwardly, as she probably will at first, in tryir First in importance among these is that the trainee 
omething she hasn't done before be ego-involved in the training progral kK vo-involvement 
It is for these reasons that training in new ways of means more than interest as that term is usually used 
working often requires that people be taken off the job Nearly everyone who take part in a training program j 
vhere the penalties of failure are too great to risk alter interested to some degree. But often this interest persist 
ing established ways of doing things. If the new skill only during the training meetings. No effects carry over 
being learned are skills in de iling with other people, a from the meetir to his life outside vo-involvement 
le adership skills are, this means building a training gro Ip means Commitment on the part of the trainee to change 
in which pe ople are tree t pra tice new way of leadin in his attitude knowledge and conduct which endure 
in situations comparable to their jobs, new ways of deal ifter the traini is such is completed 
ing with the problems they present, This means, first of Involvement means that the individual el{f—h 
ill. that everybody in the sroup be willing to regard him needs and his goal become so interrelated with the 
elf as a learner and to sccept the purpose of the group as training experience that he sees the training as a way of 
helping member work out better ways of dealing with satisfying these need ind achieving these goals. If we 
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{clive Participation by the Trainees 
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il lasn t a job to do during the identifi 
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EFFERSON and Lincoln had an abiding faith in 
the good judgme 
faith which time 


nt of the common people—a 
has fully justified. 

[he truth is that we, the people, have dealt amaz- 
ingly well with the problems which have confronted us in 


the pa t. 


no doubt that we are now enter- 
ing an era when our most pressing problems are com- 


plex in nature, and world wide in scope. 


In this new situation in which we find ourselves, we 
ean let a few men in Washington decide what we should 
do or we can follow the traditional pattern, with the 
majority of our citizens making the final decisions. 

But certainly if we follow this latter plan, the people 
must be informed. We cannot expect people to judg 
wisely if they have little understanding of the issues. 

The most simple type of survey will reveal how littl 
yur high school and coll raduates know about the 
world today. Even more disturbing is the lack of activ: 
interest, on the part of in the vital proble ms which 
face the country. 


Let’s start with the lack of interest in election iF 
no major democracy of the world do so few persor 
bother to cast their ballot In the general election in the 
United States in 1950. only half as many persons, per on 
hundred adults, voted as in the most recent British ele 
tion. In the presidential election of 1948 only slightl 
more than half of the adults of this country were inte: 


] 


ested enough in the election to take time out to vote. 


In our February issue we asked you, our readers, to help us 
determine the areas of knowledge and experience and the 
topics most likely to be valuable to you as subjects for a 
series of special articles. You told us that you are par- 
ticularly interested in education, sociology, and psychology, 
and need most of all a greater understanding of the whole, 


broad field of social science e. 


june, 1953 


renaissance? 


® The following statement is part of a 

speech made by one of our leading opinion 
pollers before the National Citizens’ Commission 
for the Public Schools. The speaker poses 

a problem of heroic proportions and one which 
presents an unavoidable challenge to 

adult leaders in this country. Editorial comment 
following the statement points up aspects 

of the problem which adult leaders cannot 
afford to overlook. 


Let’s look at the reading of books. As we turn out 
more and more millions of high school and college gradu 
ates, fewer and fewer buy and read books. Di pite the 
fact that the United States has a higher level of formal 
education than any other nation in the world, we have an 
average of only thirty book stores per state. In recent 
years these stores have not found sales increasing, even 
though many more millions of high school and college 
graduates should be customers 

Daily more adults in the United States read a comis 
trip in their newspaper than read the most important 
news story on page one And all the people who listen 
to all the educational programs on radio or television 
would together not equal the number who hear or see a 
ingle top entertainment how 

Fewer than half of all adults in America who have 
had the advantage of some high school training know who 
Anthony Eden is. A third of all adults couldn’t identify 
Dean Acheson a ecretary of state when asked about 
him. Although the Suez Canal is a trouble spot at the 
moment, fewer than half of those over twenty-one today 
know where it i Harold Stassen has been one of our 
most active candidates for the presidenc ince 1940, but 
still four persons in ten say they do not know who he i 
Slightly more than half of our citizens know that each 
state has two senators, but only one person in four « 


n 
name the senators from his own state 

Today the penalty for ignorance is stageering b 
yond belief. Let me illustrate. O f tl eat probl 
lac this counts at the present time | ho to deal 


You hope d that in coming issues we would plan to 
publish articles on Democracy in Your Daily Life, Goals 
for Social Action, and Living with Other Cultures. 

We are opening the series with a topic in the field of 
education and with a name familiar to every American who 
has ever read a newspaper or listened to a radio—George 


Gallup. 
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editorial comment 
It ilwa interesting to read ind ADUL' 
LEADERSHIP proud to publish, « ent 
I 1 ol pre ent-da America by forthright 
wledgeable a_ pet is George Gallup. It is cle 
that Mr Gallup has been lookin at the facts her 
rgues that we Americans are ill-equipped to unde tal 
ind solve the probl that face us today and conclude 
that we need a major intellectual renaissance. 
in the opini of the editors, who think Mr. Gall ip 
ld e, there are evertheless, two important quali 
I ti that should be mad First, no intellectual 1 
ince can | be no! Ip} rted by the collect 
distribution of facts alone. Second, an American r¢ 
have to be a de ratic one, rising naturally 
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EADERSHII ims to improve the performa idership positi — 
4 preparing to fill leadership posts. If presidents of « izations are t to learn to presid re effectiy 
ly, th tr isn’t fully ‘ lished until pertort ( | ti ri ther meeti 
! tl illed on to preside is actually i proved lf rvisors | irs etryi to learn bett 
i 1 t meetings of shop foremet th the pay off fh their tr i tual j provements u 
th t of thes neetit s. Leadership traini: im al plet ris il improvement d tl 1 
} hate r else it ins, in a leader's pel ince in one or re a il situation 
ia i lea to « I his actual pert rmance is a complicated proce All know that givi i leader 
t out how | ight do his job differently or about hi thers have done a ilar job better 1 
lly not ¢ h to change the way he actually pert Hi not have the ills to carry out what 
} ki | f me productive wavs of |e ng su t more desirable. In that « he needs trainins 
the skills required by a new wa f behay Or he may see no need { changi his present ways of 
I a i I his need is to develop motivation for learni: ew habits and skill 
Whatever the specific job a le ider may be doing, he needs to relate to the people he is called upon to lead 
In on to relate effectively to others, he needs t ‘ itive to their feelir verceptions ind attitudes toward 
| lf and to other people too. he leader may be deficient not in knowled f goals or possible methods or 
" kills of pertor I but in di I t itivity toward othe people individuals o1 groups This may be 
t | ost needs to learn in leadership trainin Or the lead iy be blocked in improving his performance 
by hi ittitudes toward himself or toward other He may ki that there are othe ways ol open ra meeting, 
ol gett participati ol mmarizing, tar effective than his ow: pr nt ways of doi these thin 
But | ttitude may that he could never learn to do what others can d Train vont far for this 
le it includes help to him in changing this attitude about his ability to learn and i prove 
Leadership traini " in ‘ plete will normall ha t " responsibilit lor helping 
in-training to alter their knowledge, their skills, their sensitiviti t 
lf and other ind their attitudes, if it is to accomplish changes in actual 
for nee. Leadership training cannot neglect the help and support and chalk 
‘ iry tol olve pers < chang their ctual | or ‘ not ! t} . oa © 
training situation but on the job too. This 1 Kit edt ae a: ae 
that u plete retrai lead _ tf . Ly | 
It i tant to re her that tl es ar the J A\\\\ 
other in ever rship ti i uat 1} { the per wy 5 
it t t} tall conte e. in the de | titule i i} i i “a ies iT =a 
i 4-—- 
| n preparation of leader lh urtac f these various training « 4 \ qt 
look quite different. But underneath the surface th pi r — Lis 
her effecti inin be wcomplished, The tas! the t | SS _— - 
— — « 
lead n-traini too, is to identify these proce th t 
that tl help ul il rather than block tl ting! 
suggestions for using this Tool Kit 
It I | Ipful ou read, to t) k of Irie When ou i identified here ou of! ur 
rshiy TT exper ce 1 have been through roup might ha done better in the ti i experi 
I } ire ( ed in, either as trair ou ha illed. « muy the lool Kit for 
der leader-in-training. Try to identify the estior ol hat nt | ‘ te help ti ! 
| of tr tlined in the vol Kit they e alor effect h ones fit 
ha take lace j our traini experi r trau ecalled 1 
Y« t to estimate h ( Try out th t ns the next time 
t train experien 1 have have ch ‘ luate tl result 
carried th Where were t If ve | i current recent 
Where did the fall dowr And | ll do } { , h to 
think what did as a mber (or lead test tl nal j to te t against 
ped t of tra t rk out ef the kind of | rship t thir ild | 
tivel ! ful tu 
tool kit 
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Training for improved leadership falls into three phases. In the first 
change his performance and learns 

and performing as a leader with the help of others. And in phase three 
ions to his actual job of leads rehip This analysis emphasizes a training 
training-leader help each member to improve his performance 


ource of help is the 


uper 
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READY TO CHANGE 


WHAT THE TRAINING-LEADER 
CAN DO TO HELP 
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WHAT TO DO IN 


identifies where he needa to 


to think about his problems objectively. In phase two he practices improved ways of planning 


what he has learned from the training ses- 
other leaders-in-training as well as the 


When it is applied to the two-person training conference the pring ipal 


WHAT THE LEADERS-IN-TRAINING 
CAN DO TO HELP 


I'ry to look 


tential source of help 
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Try to understand other members’ problet of 
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I'ry to help other members where ‘ 
Try to react to others as individ not a 
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PROCESSES : 
1 Develoy itmosphere | te t tot id t 1S, @ i feelings t an example of voluntary and onest ex j 
j pe e feel fre f ‘ pression of feelings and difficulti« } 
i j 
t d ‘ 1 exy I p tat list t ‘ be and between Listen to others and help them expre their oe 
their prot mn fl HM ‘ er and mer! ! ideas and feelings force 
; S aoe - i —- . defining the Avoid encouragin status distir ns { | chan} 
eir tee ! sity 4 een : ‘ , : ‘ 1‘ a 
toy ‘ Apo a members and be een leade and embers } | B. I 
need ber ‘ force: 
oar 
2. Develop a f red iate the con ‘(HBB k «at every other member as a pi 7 
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3. Develoy ex] tation ship training . skill 
that a | t t yle for every the 
i : ] t tra show 
leader t change See p. 14) : 
I t t 1 limits 1 t1 bers expect to learn 
f their exy 
t relative ‘ first steps to i Ire a su ex { 
perience. (See p. 14 \ 
: PHAS 
4. Adapt th ' Build ¢ 7 f the « ed needs, interests : 
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PHASE II—MAKING THE CHANGE 
WHAT THE TRAINING-LEADER WHAT THE LEADERS-IN-TRAINING 
PROCESSES CAN DO TO HELP CAN DO TO HELP 
6 ( fy the traini al I lve membe in de goal Ask questions about goal | 
what members hope to Try to be sensitive to feelings of nfusion and to help ry to accept the changing of goals, when 
ac mpiush igh study, group clarify confusior there are 5 d reasons t change them I 
- — a Er irage expectation that goal change as the train 
il experience devel ps 
D urage efforts to freeze goals at the beginning of train 
7. Understand why leaders Help me bers answe! How have w been performu as LD ribe your own experi ‘ leader as : 
in-training have been per- leader Why do we want to change? What keeps us from objectively as possible 
f rming as they have chal n¢ How can we change Anal , normal re ‘ . and ipports to 
been, the factors that Discuss usual psychological resistances and supports to chat 
make them want t ange See pn q : 
~aie a - chang (> I Fur 1 data for analyzing your own situation 
change and thos sat Discuss usual institutional or organizational factors for and Blairs a ee” : eet t ' 
make it hard for them to es rita tenga elp re nize and analyze ur experience in 
cha . EE . t t trainil! up evide r bout your 
Discuss community resistances and supports operating in leadership problems 
A. Understand internal , ‘ } , i os c ‘ " : PI ; 
the typical leadership situation. (See {| 15) Mal ‘ 
forces for and against Viab I re peciic the thi ou want t 
olanaes Help members apply psychological, institutional and com learn here and now 
munity unders lings to thei vn leaders! § tions 
B De ee eee I inity understandings to their own leadership ituati 1 Relate traini: { the staid tuat : you 
forces for and gainst Use your own behavior as training-Ic ider o an example for will actually use it in 
discussion and analysis of leadership problem: 
‘ pe 
Ask f period roup evaluati f oup and member 
experie ce 
8. Modify forces that l Help members pick out relevant psychological, institutional Identify the forces affecting your leadership 
permit leaders-in-training and community factors that can be modified most easily that can be worked on here and now 
to perform en 8 Help members select things that can be worked on in the Identify the imp« nt forces in operation back 
, 1 mar 1 4 
I ed mar ning sessions and those that will have to be modified home ¢ the job 
A. Decide what chan Plan trategi me Zz I t desire 
Mu“ tT ke he y 
can mak ‘ i Help members to determine a sequence of cl anged pr tice change } k home 
now that will cause least disruption in their home setting 
B. Plan what « 


7 10. Relate training t 


actual s jatio! 


the members will use it Help member ral prin 


need to | made ba 
9. A re and practice nev t up opportunitic through 1 | i for } tice ry out new ski training 
k 3 whi analysis f Provi for practice in a sett ere tial fail or Experiment with fferent for f Ie , 
the le ler hip situation i perf t 1 rfor wnce ji not t diet } member he svios 
s ire ft t need | - helpful criticism by 4 f ea member's Practice observir ind evalua pe 
pi tice ittempt for i ‘ 
Help group | n col tion of data f r iluatir I tice 
experi ! 1 iber obser 
PHASE III—TRANSFERRING CHANGES TO THE BACK-HOME OR JOB SITUATION 
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q ee in which member t é 1 i y 1 actual have t function as a 
\ ' ing experience pot ft tance a Ne supports in your or 
i) Encourage testing of principles developed in trainir ganization and inity to new ideas suggested 
bid against the realities of the home ership situatior Try to generalize principle out f your training 
of member: experience rather than to | for gadgets and rules 4 
: of thumb to take home 
Na Plan wa f applyir \ r lear nd get criti - 
P r of \ ' lar I othe 
q ne ine y 
ge 11. Provide continued ree Encourage members to continue work y as te Agree 1 ork with ea other in te is or pairs ; 
f ement and help in after training to help each other on leadership prob af the trainir in dealing wit! eadership prob 
j applying what has been ler as they « e up er 
1 rned r ' ming ha ‘ ‘ ‘ 
: ve vahon’ sali trai to Help members plan ways of getting support for i lake arrangements for « iltis with others whe 
4 ; » Situatior | ed practice in their parent organizations have similar probler 
1 , , _ 
Help member cate consultant r rees available Define your needs for continued super n and 
f in their communitie¢ help on the job 
. PI with members concerning their is for further Plan use of librarie and other available resources 
7 consultation and supervisior for continued training 
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GETTING READY TO 


} } " B ‘ ! t talk th onl t 
| three other tat feels like a pul 
ré ' faces. Furthermore 
of an « t to get to la 
P l} ml like ito | kr n by t 
! Veet togetl Ol | social activitie 
lo | orl t| trainw tuat iy help members to 
, But u U relations of itual | ce and underst 
as ; é, r Often, another kind of tances ill d 
: pr m which appears to perimpose cha 
ter d | ( a o1 hich presses parti 
to a prec elived nr | trainees, It is extrer 
, rtant that the tra be related to the nee 
t to | tect f nterests of the participant ind that all member 
| 0 Ur ' i part det ! hat pt the t 
! t l | I = 
r crit i th | sl aan 
< One way of insur that the pr ill relat 
A , to tl needs ol participants is to build its tent t 
re go soe sca f the probl which the leaders are faci t} 
oe = nl il } tt I} procedure | the additi 
, ' 1 it of bridging the iy hetwe the tra ituat 
I] | fi 
, tf » what: i ‘ t d tl outside world. 
' ' ' With what activities should the group start its work 
te which tl feel tted. TI tial People often resist chat e they feel that tl 
f hich | char required are too difficult to make. It is ) 
, } i t I with activiti 1 which the roup is Ii t 
f experie! ruick ‘ Cy lly th tl \ [ 
ire most closely associated th skill nd exper 
dd { to the | | 1] ‘ ea t. A 
! ission leaders, for pl ould be likel 
CHANGE feel greater suces in deali ith leadership probl 
+ deterrents to « . s] through role playir i discu ‘ roup than tl 
ly ‘ — layi a recreali tuation. Recreational | 
Yet | bably tak hold re qu kly of reci t 
} ! I or p rp ‘ i ily 
| ( Leaders in trainit dle yp resistat I 
1 t self-conse It rmal 1 | le 1 
ad ‘ | pa their perfor ince, their | ledac nd skill 
t I] t t of others. However, too much pr t 
iluative and to be anal lb creat 
| that I olr dit ical to cl () f th to | 
| | ! I I! | | t per | tyr ad to cl ther I is t ( 
f | i t hy to consider | pre pert 
pre ' t] ( pal th that of others but relation to h 
{ lhe t I tial d |} unique tuati 1} t 
| ) iia ncouraged to help solve the prol 
tt l ind d the 1 bers, not to evaluate their worth as perss 
1) { al ae , Ras r is always pre ' } » Jead eer 
4 Ate 7 ; tat nts of problems, that a particular partic 
; ever identified with a probl | offer 
' ' t The ti iT le i TY tl 
} } t t il par I } ] 
tablis] ‘ of tl i pl ley | ( 
‘ . 3 t} tl per nal t actu 
, In spit f the t | ef ts to deper 
' ' ' ' I till be felt 
’ , ! - comy to | ductively dis 
; the group meml periences. For sucl 
I t t lk f or re rt tud t| 
thods wl t pre t material revelant to tl probl 
f tl rnal d t] ti 
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| to look at it | I ‘ itt t al 
j t learn t det tl obli s in such a w that 
! ecti ( orked out. It t try t 
| idl atitude dewaed the. prob! 
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1} ‘ t i roup bert l all | 
c I tances to! ke cha the 1 re abl t will be 
deal th tl On jor t k of leader hiy trainu 
| to help all members develop tl tivit 


Phase Two 


MAKING THE CHANGE 


f , What men nd women leart le idership train 
i : ll not be used in a vacuum or in utopia. They will put 
| r learni to work in real-life situations in which 
: é re il forces operating to support change and 
fa forces resisting changes in their behavior as lead 
ae In fact, there are forces supportir ind resisti 
| hange l their conduct as members of the trainin 
roup, too, even though, as discussed in the last sectior 
; the opposing fore ire reduced to a minimum 
Makir i change in a pattern of behavior, whet! 

| : a specially prepared training situation or on th | 

t equires a decrease in the forces resisting change ot 
3 crease in th lores supporting change, or both. | 


j i) <ee what tl means more concretely. 
? 


Forces supporting th 


planning 


Forces resisting the « 


t 
hk Her | 


\fter the lead 


rees for and agai 


e change toward more leader-member 


to do this is to make 


) | ‘ I it i 
hange 
eaders-in-trainn have identifi these 
ore ) ist the change they want to make. tl 
! \“ 1 to e them in relation to each other. One 
I i chart of the positive and nepative 
forces at work. (Although leaders-in-trainin I t i 
wish to make a formal and detailed force field diagra 
in every situation, this way of thinking about their prol 
lems of change is ver iseful in plannis what to do al I 
them.) 
Here is a chart of the forces Mi Jones list i ‘ 
Leader-member [ 
planning method | 
t | ’ 
f ' ' 
| ' | | ne amy ' a 
t . err 
| thay 


—, 


— —a—— 
— —_——__.+- ——. 
—— 


——— 


‘ 9 ‘ 
q " , 4 ' ’ ‘ 
; ~ f ple that d or | f ; E i ] t 
j ‘ or e to feel tnat ther Level of present ‘ | 
: | | nl nit . th ] performance ’ 4 
; | I | l Itt it ( 
’ out it t to change fr lead . a | ' 
| | d and ! ird a eveloy ¢ 
| participal This cl they real 
! 
} t ta it it t | ! tI tl | 
} ; ' ' | 
t | i 1} tr r ntl lo! t ‘ j i 
| ( to ke leader-] ind } 
tabl | | ird practi Leader planned 
F 
1} ‘ { ree operatir f +} method A 
| i ! 
H t } t ral cl ite of | > 
( I i I I i | ! FORCES (Length of arrows indicates 
th I t I t | | ent th I relative strength.) 
iq 
} 
, 
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| ] L 
a De ihe freedo! ces new one may make them, like anyone else, feel 
na ertain al it | vy it will work out : 
Then each « makes a list of the forces that 1] I 
1 char toward re leader-member_ part tion 
planning in | ‘ hes ndividual tuatior 
os | ( ad boree t t op] ( cha ‘ 
[here are a of barriers to an ey Mrs. Jones’ list comes out like thi 
rental attitud | 
I 
are r to the ‘ it t t ! au t ‘ 
i f t i , t dist i ! 6b Her ft eX] 
| ' of 1 real pr P that . ‘ t t { the ‘ rat k 
} : F 
‘ ) I} of t over-ta tive | r (and t 
} t i ny It may be « | i t t ‘ ‘ ' 
| a} } 
q | It int 1 t with inte tly t t i r | ( ‘ il ‘ ) 
| elem ehavior ve bee lentil 0 rat rt ' 
‘ ot t rtant thin i leader train) ‘ 1d d mit el i cate ! { S 
ss t t ‘ I I tri { 
q 
Ye Ever venih es 
4 } attit i | tant « t 
} te ae } ( ‘ I hil ol 
: ttit if wv ther ed te in « t 
{ The best w to overcome these barriers is to | 
i e aware of them and bri them to light when th 
= It the progress of traimu 
| eC 
| | ; 
TZ 


' 
i 
As the chart the force field is made up of a the reality as perceived by the 1 bers. Examples used 
number of forces of varyiz trengths that oppé each in training can be drawn from experiences similar to the 
other. Th trength of any force may vary depending or actual experience of the members. -Role playing can be j 
how fat perior ce change Ire ts pr nt | lL. |r used to try out and practice new ways of behaving in { 
the chart, supporting force b onfidence in her skill true-to-life situations. Role playir , has the advanta j ; 
likely to become tronger a he | ome 1c with of providir rapl ictice setting in whi h people can make j | 
her home roup Restraining force j (the reluctance mistakes, or even fail, without ruining themselves or their ileg 
of the director 1 t hir lf) likely to « inish org inizati \ 
ifter tial ch ej iccessfully made. On the othe: Skilled practitioners can be brought into the train ; 
hand, supporting force f (trying to keep up with oth I program to give consultation about conditions as 
organizatior likely to get | th p between th they are, and to help the group u derstand the difficulties 
practice of her organizatio nd other organizations they are likely to meet and how they might overcome them : 
! Leaders-in-training can reinforce each other by 
Present performar is at the level where t ipward building an awaren ss of common problems and by rec q 
il d downward force ure in balance. Char can occul nizing eae h othe rs accompli hments. And persons who { t 
only as the forces ire modified so that the level at which are held in high esteem by the members (bosses partic- ‘ i 
they are in balance is changed. ularly) can give their blessing to the training and indi | ‘| 
Resisting forces can be reduced or ret ved. She may cate their interest in making in provements in the home 7 i? 
be able to et the director to commit himself favorably setting. f 
She may | ble t lunteers to relieve tl ecretal But leadership training cannot simply stop at the : 


1 I 
ol the extra work | d vhich the cha e might entail. end of the training sessions Newly learned ideas, skills 


em be © go along with : il of the new method witl , . 
a oan we if bk ith bog il of 9 th m Plans for some kinds of social reinforcement on the 
1 definite d it which it will be evaluated _ job can be made during the training program. Partic- 


if not actively to ipport char e. She may get all of tl 


7 
: 
; 
or attitudes may become extinct under the pressure of 
contrary forces 
q 
- 
d 


new one ipants can make arrangements to work with or consult 
dded. She may get the Board of Directors of her organ with each other 


ipport the cha bet in line with the Lhey « in plan to! eet together or to corresps nd with each 


on leadership problems as these come up. 


or tion's philosop! 1 Line ith tl other to exchange information and experiences. They can : 
ot re r Mm ete - : i Fr a t - Uh , A identify consultants available in their communities and 
. ; . 7 : or ws 4 eres fF « h 2 - pl in how to —_ the m. They can predict the lr needs for F 
'  papet Dl an 3 ‘Miaiei d continued training, supe rvision, und he Ip as they try to § 
' put what they have learned into practice , 
he : pan <v , : t , ‘ ction « , } aoe The organization in hie h they will use their learn- 
. oe —- ' in from leadership training can provide the greatest acti 


degree of social reinforcement. It can provide oppor 


unities for continuing staff (or volunteer) training and 


ES I, a RN Ae eee 


Or ' other d ' n-u ' “a me h the prol development | ratis, It can make needed tools for Teen 
lem of introduci change back home much less in the continued training readily available for use, through trair 
dark and with a much clearer understandir of what libraries, exhibits and outside consultation. And it can 4 to h 
needs to be done t ht | lirst 1 and provide for periodic evaluation of progress the | 
third d what eds to the t | | 


proved leadership behavior cannot be maintained 
) roup t t irry tou trategy I ithout cial nforcement. Plans for such reinforces 
ment hould be built into tl training program. Th 


ret nized even before the actual training 


re 


—L—K— Oe 
a 
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‘pp p ral ins. An organization might well pl in to send lead 
lead in-trau u . f her | d \ pairs or teams of leaders, rather than isolated individuals, that 
tl . hat | I | levelop 1 for train And the organization might well discuss q ars 
clearer id h ol hat sl l ‘ pl h needed changes with leaders before they tart their vin 
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effect will h I 1 d eloped when they come back { t} 
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from their tr I experien The reatest benefit { 
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Phase Three from the time ar resource pent in training will be 


TRANSFERRING CHANGES nuouw 
TO THE BACK HOME OR JOB SITUATION ' 


nembers In this setting. isolated training expe 
nproved leadership performance, if it is to be cease to be isolated and becor part of a continuir 


eas eer 


tr rred from tra , ns to every-day behavior P of t | impr ent ; try) 

need pport lore t alt t} tr prey oad beg 
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As a result of this kind of analysis, Mrs. Jon sss | Eacl 
: at 
trategic first step is to present her case to the Board of need can be rl 
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| through her | hat « titute et oe ae 
eflectiv nd ar ffectiy ppeal 
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Large or small, long or short, on-the-job or voluntary, all leader- 


ship training programs have characteristics in common, This 


; i Te 
true story of the early sessions of a leadership training program 


for the staff of a community center presents a combination of 


] 


training in any setting. T} 


elements and problems more or less typical of leadership 


le editors in their comment at the end 


have tried to identify some of these. The reader may find this 


case study most ve/uable, if he keeps in mind the outline of 


leadership training processes, Tool Kit, pages 12-13, as he reads. 


‘Oh Th. 


A Record of Staff Training in a Community Center 


by Jean D. Grambs-School of Education, Leland Stanford University, 


COMMUNITY center with a professional staff of 

six supervisors and a director recently set up a 

training program for themselves. The clubs and 
activities of the center cover age groups ranging from 
pre-school children to members of an Over-60 Club 
Each supervisor works with seven to ten volunteer group 
wtivity leaders. This is their first organized leadership 
training program, and they have engaged a consultant 
to help. They plan to hold nine training meetings with 
the consultant, in addition to their regular staff meetings 


In the preliminary discussions the consultant saw 
that the director and her staff « xpected him to give them 


needed insights and new skills: to provide the answers 
With some reluctance, he accepted the role of training 
leader for the first sessions. But he tried to make it clear 
that as the program progressed he would act as a con 


sultant, with leader hip shared among the members 


Che director accepte d this compromise. But she said 
she was not sure it would be worth his fee, if he expected 
the staff to train themselves. The consultant and the di 


rector agreed to meet between sessions to dj cu hat 


na 


had h ippene d and to | lan what to do next. 


[he consultant presided at the first two meetings. He 
tried to find out about the center’s program and problems, 
ind the staff tried to explain what the center was really 
trying to do for its members. In these discussions, they 
began to see that the key factors in the kind of program 
that would lead to these goals were volunteer leaders. 


Before the end of the second meeting they reached 
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Palo Alto, California 


and Joseph Axelrod-Division of Humanities, San Francisco State C 


in I incIsco, California 


themselves were responsible for recruiting and training 
guiding and helping the volunteer who actually carried 
on the program. 

In an outburst of self-confession the staff members 
admitted that they had been more concerned with mate 
rials, me mbership drives, the appearance of the building 
and recruiting more volunteer than they had been with 
doing their best with the volunteer leader 


In fact, they admitted, only a minimum of attention 
was being given to those aspects of the volunteer’s job 
most closely connected with what the center was trying to 

ve its members. 

The group felt good following thi elf-revelation of 
hortecomings. The director thanked the consultant for not 
having criticized the admitted in idequar ies of the staff 
She ended by hoping that the future training sessions 
would be “‘a shot in the arm. 

At the end of this second meeting they decided 


spend the next several sessions on was of appraisit 


to 


volunteer leaders in ordet to help them improve 
The third session: approaching the task of ap 
praising volunteer leader (written from the con 
sultant s point of view) 

The consultant chatted informall with those \ 
were there until the director and the last staff membe 
irrived, 15 minutes late. Then it was discovered that 
arrangements for the coffee-break had been forgotten 
two staff members rushed out to handle this detail, A 


the meeting was called to order, the director leaned across 
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| You mv u would | r leaders check 1 
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' om eten ' \lthough a f pted this idea with entl 
! | ract tne ; cor ea ther | ted t that olunteer le 1der t he 
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| i | dled ith +} ' h a procedure 1 he ) 
f the staf the differ tafl ; : 
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, (1 ’ ] . | } , rt tI Orn { risill 1dditi ii if 
‘ i eel ind that he ould t th a co ittee to work thi h 
‘ ih i ‘ ! : 
| the various suggestions and devise a rating form. This 
During coffee, the consultant heard snatches of : “gene rege 
pla iS (uIck ipproved and the roup als cided 
; ‘ irk j i infa ' | att | ‘ 1} . . 
itior i . I that the rati form should be distributed tl 1 ‘ 
i | teer lead | dl ibor { , : 
eters peter gents ga wok aul thet cock stall mer would vate two or Give 
| nar of , { , 
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‘ | 2 center 
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session: rating 


j 
the point of rie 


didn’t fill then 


t ve ill fill) th out 
) ( it 


There was no 
nber of he ids turned toward 


wats ediate response, but a nur 
' tl ( iltant. Edith felt the meetir was getting out of 
f ca t rder al t yy d l it ¢ urred to her that this would 1 } 
vs , : boy h | ned had th director | | nt. It wa l 
f th it ittee, presid It thout an actual count. that only two of the x stall 
not | ent | had completed the rating for 
lith felt ene thout Dor ! Feelir the rise of antagonism toward Dor beditlh 
Lhere ‘ F iff embe ! t dt e to hi | | the consultant had 
re likely to | nt ed by hi On the ot opportunity to respond to tI roups apparent desire 
he had friends in the i ho \ dy for a ret to his leadership. Edith bluntly stated that she 
vith anythir } ested knew evervone would have filled out the forms if thev had 
explained that the purposs of the t the ht the director suld be there. This remark brought 
the rating form the light of actual use. 1 rth some wry smiles, One notoriously independent stafl 
iderable rustlis ind ne igelit i st ember said Nuts. | wouldn’t have filled it out anyway 


how to use the 


darn thine. I don't think | 


, instruct u hat all this me 
but st nol that . I staf Hi ent was a sl il for other re irks 1 tt 
r | ked ratis ffect that tl very much feared the rating form would 
f ber su ted that t tual terfere with the good rapport with their leaders that they 
d Edith volu to | f her rat worl hard t tablish. One pointed out that if 
d. S that 1 | rs di t | \ heing rated, th tl 
le } had 1 ade ¢ \ ld | ld | robl rapport 1} ‘“omed 1 bv 
tart. a ‘ ted furt] that it v a t eral r t ind for the first time duri th 
ould not all ha hefore the t of samy edith felt a sense of group unity) that the volun 
Edith hear | hispe Why couldn't ead premature knowled f the existence of tl 
ttee |} ‘ { the « plete les had interfered itl tall use { them. On thi 
to | it t d have ed e ti te t] oup broke up for flee. Edith was not satisfied 
th | | pidly through the ite ( ith the ilvsis of the iu | t} tall s failure to « 
of the leas She had half completed tl plete the forn After all, she had « pleted he 
I ed up a rked Why I've f t} \round the coffee cups, the rsation dealt with a 
inly hiel I lt th a \not! ely of topies but only poradic c¢ nent r id 
! Yealk 1 the ht th | t | th rating form or the trainit ‘ ion edith say 
d | t. What did you Don t ith the consultant, and she hoped the « 
d ! ledit tit d ( ltant would take over after tl offee breal 
ired thal ity I WI tt roup re mbled. Don « pre 1 re I 
d wit he t t th fortunate circumstance which prevented staff 
idith t th { eml { doit hat tl had 1 to at th 
I] tted | er h eet He tl turned to t It 
tely ¢ - { t e What do 
lead tl rked rating for | nsultant i short informal talk. He begar 
dtl | led uth hout its pury th 1 ts: 1) He felt th up had put its finger 
iid that she had | ‘ ( der she ' rtant fact ly. that since the lead 
ity h | l ! the fe had found out al t tl ralti ! tl taflf felt 
mitt l thie t i it fill t } I Per} } tid, “one of 
‘ that till felt the rat ile | trainin needs is t ‘ ider ho ht use uch a 
he ts about this leader t tit th leaders, to help th in leadershi 
t I ‘ ted t| ! i! tl i He | | 
tl hair t tl int esse e t with the point that with the dire 
be def ive tt Edith. It ly ¢ f bers 1 ht not f nile pressure t 
lith cou Wi 1) hat would ; ttedly d It jol 
der? | t afford t é He th t k staf hether th 
\ f ot tal eml himed t not ( ither factor to meti 
tt Oy U Ke Tt her per ors like oursel rr ed 1 
nt that Eedith’s leade the rats cal 1s ting form like this for their cl 1 activit 
d fully fast that ere rat t| ize that tl ire th qualit th 
oe nt I | ‘ to ce trat th lead } rot 
t the tt , I} tant f to mal he " 
} t } tt es sup t} | | ! t¢ ite I 
ff rs. () th That's right their « leaders} ilit equentl th 
hy I t 7 t 1) } 1] D ' | 
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1 at th t | relaxe 
I tt th the rati 
} t | the ' 
f fd fort } over the { 
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' ' ti ’ 
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hy | | ld rate } | 
I'd he | tly happy to | 
} ae | 
hat do ¢ 
t Stan had reall id his « 
f on her mind t S] could not 


| ' ht talk to a lea 
Jenki ly Geor len} di 
toucl .” He turned to Ed 
t bit { r | edith 
| you « h | 
, 1, alt a 
the rol the lead Edith 1 
ht that ld | this lea 
Be er ' 


h Edith pl lt le of the | 
| ry role. The « 

| at ly } 1 al t 
very I 

d t t te ruickl 
next t be mad 1D 

ttee t t h the « ltant t 
plan tl ' 


Commentary: by the editor 
The « t and Edith d her fell taf 
bers in four r t have run into a1 ber of prol 
| t | | training progra And t 
f pl I ! rkin them out 
The re t of the fe id sI th ps 
efforts to identify their | ic leader hip t lint I as, t 
defi the ar here they most need help nd to deter 
i hat kinds of help they need. It didn’t take th 
| t lentil e pl bler rea ! ! th ! 
j | lership of the volunteers ho cari on tk 


nd their own behaviors 


d feelings iS | irt of this probler 
The tr ing sé I ilso sl the roup ¢ ai 
orki out relatic hi themselves so tl ( 
each other for |} ne ct to receive it. Develo; 
ing such relatior hip which demand honesty ind 
members—is a diffi 


mutual confidence and trust among 
cult process in many training groups. But it is ess 


in confess their fears, admit their real 


problen nd try to work them out intelligent! 
\n interesting question is raised by the effects of the 
dire ibsence from the fourth session. The others 
ible to make considerable pl re i ! out 
utually helpful relation ships amor themsel ve when 
the director wasn’t there. Will one of their probl be 
learning to handle the director when she cc s back? 


} the mem 
use the consultant. Throughout the 


Another pre bler 


to work on is how to 


four sessions reported, they oscillate between asking him 
“What do we do now?” when they get in a m, and 
rejecting or at least looki down their noses at his 
uggestions. They have not yet learned how to make th 
best t of hi i resource and as a consultant tt 
thei prol ler ell-diag1 ed, and in accumulat u 


vior points up some inte! 


esting aspects of the role in leader hip 


train lor instance, when the members started listing 
d irabl ( Lite of volunt er le aers on the blackboard 
t} third se on. he prol ibly could hav pre licted a 


didn’t know and h 
» do with their list. He could 


protect th 
| nm mor bout leadership fri mistal | 
evaluati the results than tl } 
direct he should probably let them vent Th 

ce] le principle t rn tl | | ud 
! t. But the ctual jud t evel f ‘ f 


adult leader ship 
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| by 
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he went or tI As the group was leaving the lounge, the « iltant | 
r operal ™ & t vas stopped by one of the staff member “Weren't we 
d « th finished phr ripple f oing to have a recorder at this meeting? You agreed with : 
laughter passed over the group. Edit me last time it would be a good idea, remember?” fi 
consultant had expressed her own feel “Oh my God,” the consultant said. | 
I taff 1 vid I'd hate to |} 
filled out torn apart t i e did Edith : ; 
: Yrean, but we I rned re out t 
vt it, didn’t we 
dd ! bit e up : 
me! Reall ) ent ' ful ' 
se I was on tl t, I think I got more out : 
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nd | | 
; center's program. But it wasn’t until the fourth session ‘ 
( that they began to see themselves i _ i | 
“pi {| 
ed ( 
taf oe 
Yi 1 « Stan replied ewhat « ential] 
, 1 do fill this out. Then what? I’m thinkit before members colUUUOUNUN LUE line 
Jenks You all kne him. He’s pretty good | sio} 
| | olunteer J] « ld cet for that club. But to 
: } : : ° 
then what do | wo 
} int ratin but tra 
what dk t act 
Edith felt t ' ach 
way, what had b Ll . ) on 
press a slight shudder when Don blurted out: “What a1 ute 
you afraid of, Star Isn't this one of our jobs to work | tra 
over our | | when they need it No I alwa . ; | tio 
You ks the consultant interrupted, “this train | het 
ing job ts | d. I think what Stan says is probably s¢ he 
thir wi ll feel in one wa or another. Perhay it lik: 
worthwhile seeing ler | ter 
like th (,eo! nt estions of methods for working out answet | 
have a monopoly t And the consultant’s bh’ ____E tin 
| | continued | ‘ the 
aE peugeot ! ps 
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vos igs | iusad-ten, & coping, ' | 
out thir planned what, if anything, t 7 ( 
deal with a club n | have anti ipat d this and perhaps prevented it | urging | 
ble lar hen she y thwarted—a crucial probler them to carry out some other activity (and this 1 ht have . hye 
in this part lar lead tivity pr 1) the « helped make that session run more smoothly and accom ’ sh 
cussion alter rd re-enact nt of u tuation \ plish more tangible results). But this is a program to | a | 
called f in wl help them learn to be better leaders. How much should he / ( 
Sta ! dtot 7 ot 
cussion proceed ' ne 
pre t appeared ; | He 
The t for : DI 
he plans for tl al 
appointed a c 7 le 
following week to y training leader to make ; ed 
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W hat people should be pul together if 


s 
. | — » 
; the same training group? Wherever a 
| ae i, 
Pm training program has more people in it 
| F than can work effectively in one group, 
by the Issue Committee ' ' 
| this question has to be faced. Here is a 
new way of looking at this old and 
J 

UST as a composer selects sounds and groups them unavoidable dilemma of training. 

in a specific way in order to pre duce desired musi 
7 cal effects; just as a painter selects and compose 
: lines and masses and colors to effect a design he envi 
] sions; so the people setting up a training program need 
: to compose the groups used in training. They need to } 

10 Will make it possible for th roup to rccompli h it 
| achieve and what they can’t depend pretty fundamentall) training objectives. More specifically, the group will need 
. on the human ingredients of the group in which they worl to have in it at some time within the period during which 
4 If we look at the problem ol groupin peopl I it work all of the skills and types of knowled e ind exp ' 
training as a probl m in composition, we contront que ience required for the er up to deal idequ tely with what 
: tions as to size or as to how different or how alike (hov evel proble it is faci 
| heterogeneous or homogeneous) the members should Although dimer ns of difference other than that of 

be questions to what part the pers | likes and d tatus or level of operation within an organization are 
likes of members for each other should play in d important in composi rol here for the ke of 7; 
termining who will work together in one particular grou illustration this one dir nis d loped in detail and 
1] , cei 
Ho large hould a training group be The obj with ey um ple . If. for instance. the trainu group ain 
lives of trainis impose limits on group size. If the to develop better communication between levels of a 
ol yectives require relive | irti i ition by the trainees hier irchic il l du trial ‘ i zatior it \ ill he nece iry 


then the size of the roup should be kept down to tl to involve at some time individual from all levels of 
s over is po the organization. Sometime not only people from levels 
If. on the other hand, the purpose of training at 


i { within an organization, but fror flected o1 terested 


inte 
| 


eee 


—F 


meeti will frroups or areas oul ide tl organizalts houls 


hare 
rk ist as ell s asi ill roup ind more economit I] in the 


que tion of what kind of personnel 


; hould be included come » wher peopl ire compe | Is. Apart fi tl kills and lerstand required 
| 1 trainin roup. He ! h difference am I n the tual instruct ymething in the y of i 
can a group use to d effect? There are a great 1 pret t! eth t t| chool child: parent 
: ot dime of difference sex, educational back ill be called for, and tl in th iy ol public 
roi d social stat 1 ( ! ple In d lin relat » with the « nit t la { o that 
| uch dif en nd hat rts of difference sho t full traini probl } quire t} llaboration of 


I i ou i i! 
ol jectives of tra \ training proup for the Ve ith nt nd 
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| é‘ lomogeneous as to age, A train roup for principal 
elect the kinds of people and the number of people to of nursery schools might be heterogeneous as to age, but 
work in each group in order to get the effects which homogeneous in educational background. In general it 
training objectives call for. The members work out what is necessary to bring together the kinds of individual 
actually takes place. But what kinds of effects they ca: wh 
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The Story of Training in the U.S.O. 


Train One— 


By Hedley S. Dimock 
1 Consultant 
San Fra o YMCA 
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Prograr 


* t nul wi 
} hel / 

oO ( if 

i 

J rye i brief story of t developt ent of a tral 
@ program for the per nel of a national organizatior 

One of the maint ls of the story seems clear to us n 

hack. Trai ti 


only a part of the leader 


eS 

| workers It in Organization or agency Is likely to | ! 

| etlective If i train pe ple working at one level in at 
organization ind do it successfully you will find your 

under pressures to tt at other levels too 


iin peopl 
art of an organization is an island unto itself. 


oral of the story wasn’t clear at th 
initiating and « 


S.O They had 


self 
No | 

Of cou t] 
eginni lo those resp il for 
through a trai I r the | 
to learn it as the ent alor SO perhay the stor 
hould be told in four stage Phat how the « par ling 
program of U.S.O. trainin developed. And the moral 
of the story dawned on the trainers as they lived through 
these four stages. 
Training for New Paid Workers 


It is early 1943 when 


iugurated for all me WOrkKel! tte they 


in orientation course wa 
had been en 
vencies 


U.S8.0. N orkers ca t New York City for 


eks of inter e stud Two weeks of supervised field 
experience in a U.S.O. cl followed this pre-service 
: trainin At the time. the U.S.O. had three vears of « 
' perience behind it. It was possible to select the knowl 
; edo i kill hich i worke needed in orde to pe 
: competently in a U.S.O. operation. These selected 
> | | led d skills | the content of the orienta 


a te Bt 


tion course “ ul ‘ the course vere History 


S.0.: Understandi: 


Individu ils 


New workers with this kind of intensive orientation 


. club 


ting | hat of older rker The majority cf the 


alre i ly opel 
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pure 


Training for Older Paid Workers 


od 


ral 


Se a 


( ( ht abou 
’ ’ 
h é int art What he f ould 
ary é fra i lo ‘ 
( ov" f ) he r the ¢ at 
‘ loca 
I I lin prog | tions. Club directors 


heer 


it special trains 


part older worker who had 


into emergency ervice 4 ithor 


i 


that the influx of these new worl 


S.O. clubs led to some 


ot surprising 
el into operating | frustration 


of old 


‘ram and its 


expectations 
nd onnel about the U.S.O 
goals differed, sor widely There was a gap he 
tween the notions of the two 


the U.S.O. and about 


pro 
about the role of 
These 
made working together difficult. The national leadership 
of U.S.O. had h ped for gains in in 

i result of their 


roup 


ethods of worl difference 


proved pro ran a 


investment in training newcomers. The 


hoped-for threatened 


hecause the 
with col 


Improvements 
had to 
who had not studied system 
of the over-all | 
their ideas about roles and ways of 
objective The cor 
the situation seemed to be to provide 
tunities for older person el, 


were 


and 
iti ally the 
and had not had the 


newcomers work under director 


leagues objectives 


and problem 


SO) 


opportunity to shape 


I 


working to these tructive ar er to 


training « ppor 


Increasing demands for training from the older 


workers moved the U.S.0 toward a prog! 


training for | Lid pe 


am of refresher 
Refresher 
irts of the count: First 
preference was given, in admitting people to this training, 
to thos had worked longest in the ors 


The refresher course cor 


onnel alre idly in service, 


cour were offered in variou p 


inization 


hort course 


education nad experience Pypi il hort 
courses included [ nder tandir y and Dealing \ ith Per 


ons: Program Planning and Evaluation Selection 
Trai d Supervision of Volunteer Community Re 
latior ind Plannir wmnd Ady trat 

Phre results followed fi this | ra f ve 
fresher trainiz bin t} ip betwe ld and ne 
worke1 i rrowed ! of goal 
con ! d ork thods de elope 1 th iwhout the 
or Second rker | role | 


i 
1 gs 
ee . 
: fmm AL | 
5 The author was coordinator of trainur he \ , : 
| } ~e Hedley Du | 
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| EEE sisted of a combination of ; 
a. platfo m presentatior and workshop ex ‘ 
» perience | ich parti ipant elected the hort course he 
| a tended on the basis of his present responsibilities and 
’ Organization and Policies of the |) ______7™! 
Communities in Wartime; Understanding E777 i; 
1 Wartime ind Administration of a U.S.O. Club 
1} traini is offered twenty-five times ove 
three-year period. Near O00 paid workers took part 
Ea] 
a eee LD 
aS n 
% inder their belts entered local US.0 27's: 
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> eC 
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| lunteers helped during th period. In tl 

t| had t of the « t tact 
it t riety of club I t TI 
tra of | rk re led | | noth 

of I (). ne nel} het we 
! 
1} ] i th | t 
| thods | ti 

t} i] | i ch | | , 
" ai P | ti 
retre her ¢ rae for | | I | t 
pha ih t ( ervi t 


ich sensitivity 


Training for Supervisors 


Avency supervisors made up a fourth Up 


[ ~ per onnel b_Ont il profes ional workers were id 


ministratively re spon ible to these supervisors, who oper 


ted out of regional offices. Their functions were to visit 
local units, to consult with workers. to hold staff meetings 
or conterences nd to carry on correspondence on a 
iriety of problen The vere also responsible for the 


evaluation, transfer and promotion of paid workers 
The programs of orientation and refresher training 
for local workers, as they developed, created problems 
or the supervisors too. Some supervisors complained 
that in many cases the local workers now knew more 
about U.S.O. than they did. This compl 1int was prob ibly 
not always a true one. But it did suggest a growing gap 
hetween supervisor and local workers, in their goals, 
their concepts ind in their methods of working. The con 
tructive answer here, as in the case of other gaps which 
training had created or revealed, was to establish a train 
ing program for supervisors too. This training might 
iave been provided by participation of agency super- 
visors in the refresher courses for local workers. But it 
eemed impossible at the time for supervisors to tak 
that much time out for training away from their jobs. 
In 1944, the U.S.O. launched a series of conferencs 
for regional upervisors and executives and national staff 
rsonnel. The conferences were set up as work hops. In 
tting up training agenda for these conferences, two 
ets of facts were gathered—first, the ideas and feelings 
of local workers about the helps they most needed from 
their supervisors; second, the feelings and ideas of super 
visors about the insights and skills they most needed in 
order to do their supervisory job mor adequ itely. 
Phe poll of workers’ opinions indicated that they 
t needed help in such functions as development of 
effective local committees and councils, training and 
pervision of volunteers, stimulation of incentive and 
thusiasm in volunteers, and planning adjustments in 
rvie to meet chat needs of servicemen They iso 
d help in the development of programs of in-service 


and supervision for professional workers and in 


local rk inted to learn from them. But *J lso 
felt a need to know ore al t te hniqu of sup 
bout the process of cart ut their upervisory \ k 
th | | worker \mor tl problems were how t 
re tor a pervi I it. | to cond t iT 
! | tervir | to plar d « duct a st r 
{ nce, how t bserve and evaluate professi | worker 


adult leadership 
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direct f ed help in carrying out their the major problems of volunteer training was to develop | tl 
ecial } nd re nsibilities. Third, morale improved a me 
ll around, since all paid workers now enjoyed comy “s 
ible training opportuniti ee 
P f an 
| | hawey, 8 Lr 
f | i b t well und the tr i needs of ; Cc 
, third group in the organization became increasingly eee | 
const 1} | () ad pended { ndamental on the | ty 
aor f walunteere. TI volunteer ce numbered | za 
a Nehacaea “ Bey of 
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Training for Volunteers 
There is no space here to describe the content and se 
] 
methods of tl \ t volunteer training program as it 
de eloped in U.S.O. Two | probl s which volu 
teer tran ( fronted constantl il orth mentioni | 
| suse of their general significance 
First, the t ptation of the average volunteer wa || 
to do too much for the servicemen. Instead of seeit _ 
their by helping servicemen to participate responsibl | 
in decidis hat the progral ld | nd in planning ; 
ind conducti t, volunteers tended to do the decidis 
pla ning and. cond ti h themselve Thi V 
femptatior for } | onal too But thei t! ! ind es 
experience had | hlighted t! fact that 1 progr whicl vl 
rvicel n hely d to pl nd carry out ctuall met { oe 
their need better than a pl I wi | omeone | ' 
detern d for the 1} | oblem of traini: for volur le 
' t tl ' t 4 btle one Ve olunteered 
| t t pol : nti I} voltunt to 
heca the ted to help rvice The probl : 
— _— ban a? - 
: , keep tivati le hel t 1 liv 
that they were doing most to help by getting servicemet i, iii re : Z 
ré tively 1 ilved in pl their own prograt the evaluation of prograr aed de 
1 4} volunteers had troubl Leeniz - Reports from pervisors revealed a somewhat dif 4 bs 
. oh the cl i. ' chology of lit } J ferent inventory of needs They recognized that they | | 
rit ; f .7 of th ie ' | h differ needed to know more about many of the things which 7 
; : 
ent sta of the il d lopment | tation of 7 but 
! to militar rvice \ s dil I hen they ¢« eu | ie 
nder the draft before the | tually at 1 ) mai 
‘ ifter Pearl Harbor e on their : - 
. in th {) ' f ' lt ' ‘ rent wl 7 ba 
combat vet returned lan many of 
7 hem disahled and in hospital It portant for 7 
. l sf) y rker to | come I t t ht} ind cor l As a result the Ww rk conferences for supervisors > t} 
| ] 1 ; no 
: cha in the needs and attitudes of servicemen. One of | a double focus. Work groups were organised around fei 
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Conclusion 

This ends the story of the deve lopme nt of the U.S.O 
plication is not that the stages 
in the best or 


order or that the content methods 
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training program. The iv 
of this development occurred most desi: 
able and 
training ie best possible. Th 


U.S.0. were learnin 


used In 
staff of 
training as they met 
If they 


wo ild prol ibly do it differently. 


were t training 


about and 
dealt with actual problems. were doing the trai 


u again, they 
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I me of 
i tral 


require training too. Th 


the work of the others. On: 


ship by) 
improved if the 
ove! all it 
me to 
is an island unto itself 


demands it 


retrain one ai 


interrelated effort 1 


thing they did learn | i the experien ee 
general significance for planning and conduct 
in any agency or organization Most organ: 
have, in their personnel, the equivalents ol 
rs, volunteers and supervisors. If any of these 
to receive training which pa full dividend 
oved pro ram | ri nee, the other rroup 
ork of « hj related to 


of it. All elements must be 

to | much 
U.S.O. experience se to 
\ nel roup of tram 


In this articie the Issue Committee explores the relationships between the processes of lead- 


ership training as the Committee has discussed them and the values and ideals of democracy. 
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mak d cl t| i nd certainl orth 
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matically 1 do th tand tl pre I ! 
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hard effort 1 no little skill to 1 de the kind of lead 
Lin sehicl irishes 1 crat iy of life 

\ | situati requires leadership of ! kind 
but t ituation req democratic leaders} 
And tl 1 of | ership | ning which is fully co 


mitted to the belief that groups of people ec: ( 
plex, if they k: 
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ture 18 being done more nd more i rouy ind ovel ~ 5 a 

lappir rroups Within t r communits \r rica ire i é , 

faced with tasks which 1 juire increasing kill and knowl of a 
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lve of the role men and women need to play is le ider An 
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Th ontinued development of der ratic leadership « 
; Mrs. Strauss has herself achieved a d 


ye ye 


for pecial attention to the b of leadersh p and to th 


guished career in business, ma 
, 1) 
training of | ple to do this job devotedly and 


Se} -b he 


faith of Ar rica that the educati il proce mu t pla it ¥ 


part tl devel | t of den ratic leadership needs t pm af 
tributions of women to public affair She 
tand a tro today as it did 1 th la of Tho y ; 
: sain te perhat best known for her outstanding 
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| AM who heves that in publi affairs there 
no we ins rol iore than there is a man’s re 


If you asked 1 to define th men’s role I should | 

i loss to do so i equaily at a loss to define the wor 

role. | aden i tizen’s role yes 1 home owner’ 
sl t labore: n’s, a housewife’ 

i farm i mother Ihe designations we have for 


these roles define the interests and the capabilities of the 


peopl ho take ther Their interests are what determi 
their role i public affairs. Their capabilities are what 
ulate their « tribution to their communities and t 
et | 

The housewil nd mother is in a position to get a 

el sive pictur f the needs of the community 
which she f d for this reason she has much to 
ontribute as a member of the city council or the school 
yard. In-her daily routir he comes in contact with the 


walter coming ite 


t supplies 


nd plentiful from the tap, milk and other foods protected 


initar standards irba collection, clothes and 
household pp weurately and uniformly labelled 
ind so forth, as well as adequate schooling availabl 
for the children uarded street crossings, and recrea 
tional facilities. Through this first-hand contact she has 
i idvant Ve the business man who, absorbed in 
a highly cor petitive field. often focuses his attention on 
i smaller area possibl o narrowing his outlook as to 
lose interest in the i! eripheral factors impinging or 


It ma somet hay pen too. that his business or 
prof ssion does not re juire idministrative ability. while 
the housewife is practically bound to develop it. Family 
life which runs smoothl 


portion of the load, with respect for the other members 


ith each membet Carrying a 


ration which makes it possible for each 
to enjoy his own interests and yet be part of a happy 
={ happen Behind it lies the tact and 
ability of the mother of the family. These same qualities 
can be enormously useful in public affairs which demand 
sound organization, includ 
ing clear lines of re spor ibility and efficient administra 
tion As a member of the cit council or of a citizen’ 
organization board, a housewife is simply expanding 

mewhat the range of her activities. Her experience 
may inspire ideas as to unfilled needs in the community 


maginative concepts to bring reater beauty and more 


itistactior into the live of her fellow citizens In 
assuming these larger tasks she not only contributes to 
the community but gains the inner satisfaction of orowl 


to fulfill her own potential by meeting a larger challenge 
She need not be a leader. in the usually iccepted sense ol 
this term. Not every participant in public affairs need be 
a leader. Some prefer the indispensable role of followe1 
nd nobody should underestimate the discrimination re 


(quire d in choosing whom to follow and for what rea 
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Vy" a practi al question how much th has the 
i housewife and mother to give Here the picture has 


changed in past years with the shorta of domestic he lp 
Mothers who formerly could hire someone to come in and 
look after their children while they went out, now olt 


times have to wait until their husbands are home to ex 


change rol This means that a daytime meeting for the 
mothers of youn children may no longer be pe ible 
When the children are all school, a morning meeting 


can be tucked in And as the children grow older, it i 
with thei cooperation that the mother can free herself 
ior community res] 
mother of two children who wa isked to assume state 
responsi ility which woul 
volunteer civic organization. The children bounced dow 

stairs to hear the decision the morning after their parent 
had discussed whether or not she was to ac ept. When 
told that she was declining the appointment they said 
‘Oh Mum. you never think of us!” Their astonished 
other replied that she had made her decision only be 
cause of them, for should she accept, its ould mean that 
during her absence they would have to do the housework 
and cook meals for their father and themselve and she 
thought that in addition to their school work it was too 
uch to expect of the: With one voice they re ponded 
Oh we don’t mind that at all. What we want is to be 
ible to boast about you at chool 


The situation of the unmarried busine weman | 
much like that of the unmarried business man — both will 
he guided in their choice of activity by thei particular 
interests and abilitic As for the married couple with no 
children, where both husband and wife work, if the hu 
band cooperates in the household task each can be a 


participant in community affair 


Wy then does one hear women referred to as a gen 
I vic pecies in public affai There is an historical 
reason it took centurie for women to establish thei 
rights to be heard in public gatheriny It was natural 
at a time when sex was thrown up as a barrier to activity 
in pul lic affairs, that women should join forces to fight 
for the right to parte ipate. They banded 1 wether lo 
batter down the discrimination which kept them from 
playing their full role in societ The time has come no 

for them to use the rights they won for the exercise of 
re ponsibility not because they are women but becau 

each should contribute according to her interest her 


talents and her « xperie nee 


I hould like to change the pl rase “the role of 
women in public affairs” 
public and the role each one of 
members of the body politi« each one of us, man, woman 
or child is vital to the whole and must contribute each 


wcording t hi Cay city In public affai there hould 
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Readers of ADULT LEADERSHIP, and parliame 
shown considerable interest in an article, “Move 
appeared in our June, 1952, issue and whi 
parliamentary law on group life. The editors are 
W. English, secretary of the Chicago Associati 


ng some of the reactions of parliamentaria 


Robert in particular to 


rians in particular, have 
Over, Mr. Robert,” which 


h examined the effect of 


eful, therefore, to Robert 


f Parliament f 
neral and of Ge ra 
Move Over, Mr. Rot t 


to Malcolm Knowles 


through his 


+ I read your article “Move Over, Mr. Robert” with 
eatedly tried to make contact 
with you. You see, I d V way back in 1923 
quite definitely, legally, and formally.* At long last B 


has consented to try to help me get through. 


mixed feelings and have re 


move over! 


u have discovered that 
ups are different, situations are diverse.” Others, in- 
cluding myself, have discovered the same thing at various 
times during the past few thousand years. I tried to recog 
nize this obvious fact in my three book (You see I 
realized to some extent the inade quacy of my Rules of 
Order and wrote Parliamentary Practice and Parliamen 


tary Law to supplement it.) 


1y rules provisions for suspensions of rules and 


need for each organization to develop its own 
rules. For example, in my Parliamentary Law I say “most 


cieties need some special rules relating to the transaction 


f business in their meetings which modify the adopted 


to have things warm and friendly. I now realize that m 
books failed to encourage congenial, tolerant attitude 
which lead to intelligent compromises, that help to develoy 
1 consensus, that prevent and dispel disagreements, and 


that help folks to “disagree agreeably” when there is still 


You are not sufficiently clear when you sa formal 
t t in the wa f creating the friendly and explora 
tory attitude which good problem-solving seems to re 


quire.” I assume that you refer to formality that is cold 


gree. However, it is important 


that e realize that fort lit 1 the general sense is the 
observance of accepted mode f procedure—from keep 


ing to the right on the road to having a chairman at 


mal 


at a time. In 
this sense formality is that essential without which we 


utter confusion, inability to 


expre ourselves even in sign language. I hope that you 
and other s l ntists will help eliminate forms which 
ure archaic and ineffective, and that you will help t 
develop r er and better te However, it is imy 
tant for us not to tear down whatever is better than 
nothing, until we have something better to substitute. We 
shouldn’t demolish our house before we have built a 
hett 
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“Medium.” Robert W. English 


be “formidably formal and monotonous.” You are 


rect in uming that “almost every business mee 
tiff and uninteresting. Too many are. But many 
ire warm, interesting, and efi 
often by the “normal method” of developing cor 
In many groups most decisions are made by genet 
sent or by a vote which is unanimous 


You are correct i 


ting” is 


others 


ective in transacting business 


implication that my Rules of 


Order does not adequate provide for the development of 
consensus. But what is the answer? How can we prevent 
lecisi I 1 bare n rit ithout the da r of h ig 
dex ns not to act made | 1 minorit ometimes it i 


portant for me to get out, than to worry about whe 
leave by the front or the back door. How can we 1 


easier to defer action until a consensus h developed ar 
it the same time make it possible to take prompt, effective 
ction in an emergency? 

Your suggestion is excellent, that we extend the use 


tions. I regret that my books did not adequately enc: 


uch techniqu You will make an important contr 
if you help develop and implement such procedure 
ever, until better books are published, such etl 


properly be used where my Rul of Order i 


parliamentar uthorit 
fou are mistaken when y¢ that the « 
motion prop ng a specific olut co! it i gi 
y about only one particular lution before 


to define problems and to explore variou 


ich a motion ften « T from a cot ttee hich ha 
considered several lutior t the general problem 1 
lved. In the second place, when the motion presente: 
to tl embly, there opportunity for each member 
to advance ther olut vhether |} ebate } 
endment 
I wish u luck in r important task of eatil 
the att phere and procedures that help 1 ple t rk 
together productivel Take r Tool Kit ew 
understanding “about how ips bel 1 help build 
i ne lucid dequate, trul ! lern em of I crat 
| cedure nd let an old Idier quietl fade i nd 
lie in peace. I am glad t e over nd give the right 
f way t modern scientific } ledge G | ! 
Robert W. English 
for General Hen: M. R t 
29 
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agreed to observe and go over t lorem ] 
i“ a hip ata | / cont 
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‘ ili } } 1 


! il irmer-l rs in the district pre tion tor 
( i t I th i pro I t tI | 
Att pont, he la har Lhe ‘ will 
tl cept of t wtural farmer-l d h efle 
tive i I I | l n t four i 
nro h th ! h ill have erved | ( 
iri lin act i re ree mar in eve 
iT ot tart 1} pr bley which the conse ili t 
1 |} i t t unter furnish tl focus ¢« trainu 
ind the t Ik about these ile the 
ler 1 retur to the trict on 


VARI 
As we tl 
eneral about lead hip trainin n the United State 
today? The first thing tha trikes us i 
een to be trying it. The second thir is the variet rt 
the far-flung ittempt Obviously 


tern ot be vder hip trainiu ’ An 


EvY WITH A PATTERN 


j | 
think about these example what ca W 


. . 
there is me net il 


difference In patter 


ay 

reflect differences in conceptions of leadership and dif 
ferences in ideas about how training is best 
as well 

Part of t iriel VEVE probably { fror 
another oures Policeme in Improving their leader 
hiy do not need to learn exactly the ime things a 
home demonstrat iwents do. And the subject matte: 

led | h p tor ! trial l a 4 
I hop stewar in lal in learning to do tl 
leader hip iobs better will be different still. Th variet 
in what is lea ! iflerent projects 1 partly i healt 


idjustment to the variety in 


the organizations in which leadership is exercised. ¢ f 
pr ran ot training ! all of the e leader ldn't 
\ k well. Adaptat t pec ret tances 1 f | 
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t ( I I ! thi iri Le er have I rel ( 
pe 1} eed 1 1 tand proble f 
la ! | o1 Z I to k t 
| ‘ florts t { | f 
\r . effectivel t 
f | leace nip tne 
i l il l ll i istrial 
zal n health r W ire age! f 
lunt it It is in the ar of learnu 
erstand a ea th ( ple th La j 
| i ple I li iit l 


| fact. five lear oals. with respect to hut 
de i i eal these diverse projects | i] 
eral { tl il ire aimed at in iy oO projye t 
( t te deas and informat t 
natut | ni} usually 4 1 | ila 
elere ‘ the " hich the tra exe 
cise leadershiy 
1) lopi ipproprial attituce on tl irt of 
leaders toward their task and toward tl opl 
—= 
Modifyi f ting attitudes toward oth people 
1 toward leader hip where these t wa 
I eflective | Lor mice 
Sensitizir leader or prospective leader to the 
elings and attitudes of other people, part lar] 
here these feelir ind attitudes differ from. the 
le wie, ! 
leaching techniques and developing skills of lead 


ership particularly as these are required by the 
tandards of democratic management and ntrol 
d of efficient production 

(); ther observation may help to organize this va 


in leadership tr ining. We may 


the ¢ cample s as falling on a scale extending from trainin: 


ety of patterns think of 


irri on throu n supervision ol leaders functionu 


directly on the job to trainin i pecially constructed 


well away from 


At one en 


conducted through 


lowing observation by the 


environments any particular job setting 


1 of the seale is | idershiy 


conterence tol 


nment. 
supervisory 


upervisor of performance o1 


the tual job. Supervisory conterence may e the 
lorm of two person Conversations or group meetings 
At the other end of the scale is the training of leaders 


their iob usually in schools. The schools 
which stre the development of general! 


leadet hip abilities for the citizen o1 


Irom 
iv be colleges 


pecial schools, for 


I 

cample, the militar which focus on the preparation ol 
le idership for a specific social function. Lying in be 
tween the extremes are a variety of training arrange 
ent usually called institute conterence yr training 


The Committee whi h prepared this issue of ADL LL] 


LJ ADERSHIP accepts all of these various arrangements 
for training leaders as desirable in serving vari sp 
cifie educational goals. Its: effort has been to search 
further for conditions, goals and methods common to all 
attempts to develop leaders, whatever the special 
mstances or pattern in which the training goes or 
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Yi nequle want lo change 
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put in its place isn't likely to feel insecure as a result 

f his trainis This more true if he can practice 

ell as discuss, the new way before he is asked to try it 
the realities of tk t 


The Role of the Trainer 


The conditior of effective training just reviewed 

t emphasis upon the assumption of responsibility by 

the trainee in setting the goals and tempo and in evaluat 

the outcomes of his trainin True enough, the trait 

ee, parti ularly in | idership training. needs other trai 

ees to work with him. He needs a training 

ip the ultimate control rests with the members of 
ip, not with the training leade: 

If the conditions of effective training require this 


group. But iv 


t phasis uy ibilitv. where does « x pert 
and trainir leaders ip fit into the picture’ One 


might specify a inother condition of effective traini 


n trainee re 


that the training group have access to the resources they 
need— resources of knowledge. skill. technique, evaluated 
sxperience. To stress that trainees learn from each othe: 
ean that they 
whether these take the form of readings, consultants 


do not also use other resource 


moti pictures, expert demonstrations, or any other 
Part of the task of leade rship in the training group is to 
| ‘Ip trainees to determine what outside resources they 


need from time to time and to use these thoughtfully and 


do we need an intellectual 
renaissance? 


[Continued from page 10) 


s most likely to reinforce them. Information and interpre 
tation need to be many-sided and they need to relate to 
d be tested by the direct experience of our citizens 

We need also to feel that there are connections be 
tween what we do and the course of human events 
home and abroad. Each of us needs to sense that the far 
flung problen s of a widening world are closely related 
to his own life and future, the life and future of hi 
family and of his community. If we 


people are to attain any such feeling of interrelated 


indi idu ils and 


ness and of community, we need more direct experiences 
of Cor peratic n not only with people who are like us ou 
fellow townsmen and fellow 


countrymen-—but with people 
different from us—other fellows around the 
i beginning of getting this kind of 
verience. When the Mutual Security Agency brit 


who are 
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ently. Ita t ver, that the 
to di ige dl 
ource i bstit for the trainees 
stimulate them to find and use resource 
But this one important task of the trainer does not 
! ist | functions in th roup Fr eneral, the knowl 
that he most nees is not kr ledge of all tl 
ubject-matter which the group may collect and use. It 


rather knowledge of the conditions of effective training 
And th 


hich we have been analy Ornpe tence which 


he most needs is in helpir a tran roup develop 
he conditions which effective traini: requires 

More concretely, the trains ist he able to help 
trainees build a traini: group 1 ch experi entabior 


honored. in which a method of re ponsible probl 


em 
olving becomes the way in which difficulties are clarified 
ind dealt with as they arise, in which individual and 
roup practice ts uided by the collection of accurate data 
ibout the effects of behavior and by the objective inter 
pretation and evaluation of such data 

The trainer must be dedicated to the development 

xi the part of ever individual in 
must be skilled in helping each 
dividual to become involved in defining and workings 


r actively in the lift 


maxim tearnin 


roup This means he 


ut his owt problems In participatit 
f the traini roup, in attaining and maintaining per 
onal security as he changes and in prove his ideas, his 
ttitudes and his conduct 

In a very real sense, the trainer embraces the methods 
of serentifie problem solving and democratic cooperation 

his central devotions. His efforts are directed to helpir 

other people accept and use thes methods effectively in 


the qu ality « 


improvil f theirs performance throughout 


the range of their person il and organizational live 


team of Italian industrialists and laborers to this country, 
for instanee, it hopes that they will learn a good deal 
about American methods of production and Americar 
nagement-labor relation But it hopes for something 
ore. It he pes that through a common con ideration of 
mutual problems 
thes problem 


and often a common working together 

Italians and Americans can grow 
nto a greater understanding and appreciation of the 
interests they both share and the tensions or disagreement 


that bother them 
his kind of cooperative experience needs to be much 
commoner and much more widely available in our culture 
than it is now. For it suggests the kind of action by 
hich each of us can feel that he is making his ideas, his 
study. his understandir felt in pla ning for things that 
matter to us all The editor ivres ith George Gallup 
that the adult leaders of America must accept the chal 
lenge of 


ince in our natior They are sure that he agrees with 


timulatir ind vuidi in tellectual renai 
them that its method ind it goals must be conceived 


ithin the framework of our democratic tradition 
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3. The total! group could then select 
the two mest crucial or general 
probler s raised by each section for 


diagnosis and solution. One addi- 
tir nal problem might be selected, at 
this point, for sample diagnosis and 


olution by the total group. The 


lt 


consultant could lead the : roup in a 


discussion of the sampl problem, 
pointing up the diagnostic jud 
ments necessary for its solution. 

L. The roup mi ht again break 
into sections and buzz groups. Each 
ection could take responsibility for 
diagnosing and suggesting solu- 
tions for the two problems from the 
list of the other section. so that 
those who had thought up proces 
problems would work on _ inter 
personal problems and vice-versa. 
A bout ten minutes might be allotted 
to this phase. 

». The t tal group could rec nvene 
for reporting and discussion of the 


work of the buzz groups 


How can we get across the idea that 
equality in human relations during 
the dis ion is important 4 


to belli hat we think it ought t 
helieve’ q tions? Perh re 
n statement of the probl is ‘he 
n we help tl up to. f 


t its face | the first | ted 
lution pl tice 1h i rel 
t d di ion’ dor t reall 
tell I h about what should 
do 

() f AL’s edit 1 a littl 
t the probl t 3 t 
leal with the d t t} 
formed (but talkative 1 the shy 


er I 
tl i t effective rol in the 
r} I h pl 
luti that 1 i it 
tance of tti data rouy 
ber he th lt t the 
t th or ot ft d 


adult leadership 


ADI 
form 
rece! 
Adal 
ence 
Dr. . 
ident 
tion 
poin 
rial | 
of th 
Adu! 
lyn | 
tary 


tion 


The 
con’ 
Pro 
ques 
Get 
shij 
Im 
pe rs 
Init 
nit 
Eve 
wha 
Cor 


ene 


4 
A 
a, 
wr 
ee as eee 
— re 
* of the people in the first section. As 
i" ne reader put it “B ome miracle. 
or by tl ise of some ethod not re 
” , rt d to | th group identified 
tI problems. This leads me to 
— ee 
to 
\ 
the wel “ iplicated by the si = 
} ection. TI the first section might 
) , eS 
ne home feeling that they had 
tten |e it of the « erience thar \ few problems evoked particular 
7 econd sectior comment. The first of these read, 
lated to solving the problem?” A 
reader pe litely asked, “Isn’t this one | 
ol thos “he w can we f t t} re up : 
ae 
| : 
it probler olvir procedures : This 
ol reader also felt that. “taking this prob 
' Loy t t ht h e heen i to 
th mine tl deq 
4 ll 
| | | 
1} t mar d bel 
; J 
commentl |. eeu ree scaeag _ 
\ reader 1 edito il said, to think in terms of the question, 
tants agreed that the Ithaca group ist = 
| » Att bout ten minutes the two ) pay 
i ld come back into ger . 
{ eral d reporters from th 7 
: roups could submit the prob- cussion procedure 
A 
32 PE | 


4 


ently ESAS aL a a tS eS ee CT eS A ee ee Kc Sn oe en i a a a 


e) me)”. 


ww N me a 


ADULT LEADERSHIP 


forms natural resource at 


i , <= q 
w : . : - ‘ 4 
recent 3th Mountain Plains j b 4 
j ' 
Adult Education Confer- ' } ] 
‘ 4 
MM 


ence in Denver, Colorado. 
Dr. Alfred C. Nelson, pres- } 
ident of the Adult Educa- | 


Seal 


latina 4 eae 
SER. we: 


A 
pend 


q 
j 
} tion Council of Denver, san 1 ' 
points out resource mate- A” 
rial to Ed Banks, president 4 } 
of the Colorado Council of = 
eee 


Adult Education, and Eve- 


~ 
‘ 
4 
-e 
— 
wt 


lyn Lewis, executive secre- 
tary of the Adult Educa- i ‘ " 


tion Council of Denver. 


e : | . 


—_ ; | ! 
I | a BJ 
LAs ss PF? r ad | go © 
Wihat Richar RPacnircea fram (C anmiac 
vyndr KRicner Knesource inan Opies 
. gs Fr, yy = =. = all gee sa —_ © -_ og - # = a ie 
gn ie ADUL 4 aw \DERSF if ] Biltwtdatattibd-tea. oo os 4 va. J 
: J a ALUV a | ow Nw Dist if ¢, UT Si FU FALL; 
j 
At 20 cents per copy (/ess than half the single copy price) 
on orders of 100 or more copies 
RR IT) ERR SIN CS AA Re A RT ARNE ym A te 
= EASY TO USE 
[hese “natural have been reserved for use in quantity by your conferenc 
convention or workshop l. In trai onterence leader 
a Program Planning (May °52)—25,000 copies sold. Reprinted by popular re 
r } } I! em lo re id at ady if 
quest. Thorough treatment of problems of program planner. 
<i : : . 4 2. A i resource in I 
Getting & Keeping Members (Nov. °52)—Building active, interested member TREES HE 
ship is every organization’s concern. Here is how and why for ; a ai 
Improving Large Meetings (Dec. °52)—-How can program committee, platform 
ad © © . 3 ¢< 4 
personnel and audience put the most into—and get the most out of—large meetings ? EASY TO GET 
Initiating Social Action (Feb. ’53)—From ideas to action. How three commu Simply write or wi ADULI 
nities overcame apathy. LEADERSHIP, 743 N. Wabasl 
. - . : _— . (hicage 1] Sta I and 
Evaluating Program & Performance (April °53)—What can be learned from By me" 
e . : ‘ rec ) cent re 
what has been done—to improve performance the next time? , 100 ies 
I ot i ‘ 
Conferences That Work (May °53)-——Made to order for your coming confer- lj r rates { 
ence, convention or workshop. or of less than 100 
p pL ° & Q 
aer tis resource (oad 
r Lf \ Ag. STAT, 
Order tis Urce today: 
{ i 


3 
P) | | 
fi Kasi a A248 i aly 
Sh AGRE aA 4 é FAD VALID | 
GQ WUGidriGi = §$FOR YOuR me 
/ ; 
Fe pes § tre >» «on oe 
: CONFERENCE : 
Sa Ps oe y X% fs > ey gay i >» BY 7 ce fp Be sie a 
T £2 Of) ll Lf CONVENT Gl. : 
f ; $e mia bas Sn af , & 4 
| eS 
: 
| 
alle 
| : 73 ' | 
| ————_— | 
. 
a 
: : 
| 
: \ 
‘A $ 
| 


: 


OO EE eEOoOoOO 


, raed 


yVe've been receiving re ports, espec ially during the last several months, 8 


of the varie ty of use readers are finding for the articles and tool kits pub- 


”* 4 pp oe a) n4 Z a > 7. ry oa ag 
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ice AL is primarily a training magazine—to help our readers in 


- . y . . . . | 

elf-training and in the training of others—we think it will be interesting and 
q 

f 


useful for us all to know something about how AL is being put to work. Our | 

research program will soon give us statistically valid data on this, but we’d 

like also some brief, first-hand descriptions of things you have tried as a 
! 
j 
I 
j 
$ 
| 


result of reading AL, of ways you have used the materials in the magazine, 
and of what successes and problems you have run into. 

This information will help AL’s Issue Committees and staff to do a 
better job in preparing materials for you. Also, as we find space to do so, 


ADULT LEADERSHIP. 


we want to share with other readers the experiences you have had with 
So write us a note, if you can spare a few minutes, telling us the uses 
you have found for AL. Address communications to: Research Department, 


ADULT LEADERSHIP, 743 North Wabash Ave., Chicago 11, Illinois. 
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Training in Community Relations 
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Working < 
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ieself out of the jot 
author 
iman Not Super 
LEADERSHIP, Marc! 
1953) succeeds very wel! in putting 
(LEROY B. MERRITT, School 
of Librarionship, University of Calitornia 
El errito, Calit 
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ADULT LEAD 


write t« 


{ Most Helpful 


As a subscriber t« 


ERSHIP, I want to 


that I think it is the greatest ntnmbu 
tion we have had to adult education and 
thus to adult leadership i nore than a 
decade 

| am especially interested in the 
article Why Grou] Discussion 


ADULT LEADERSHIP 
by Ida Hill. It 
teach a large unday School Class of 


Baptist Church and 


March 
happens that I 


1953) 
Stewart 


men at the First 


ed to break our large 


some of them had 


orators that 
stand up and lecture 
there 1s a cer 


tradition that is found 


articularly in churches 


4] The article by Ida Hill is most helpful 
| i the finest we have had 

In the last fe ears it has bee nm 

rivilege t take iduate vor 


Learning and Teaching in the Practice 
of Social U ork I Re | N.Y 
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Reality Practice as Educational Method, 
hy ¢ Hendr | t ippitt A Zander 
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as a new idea to me, which the 
Ha Man 
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thers all of whor are ery hapy 
vith it 

My hospital is a community insti 
tution. We put on drives, have Ladies 
Auxiliaries and in many respects find it 


necessary for group leadership and group 
discussions, and I find your 
helpful 

BRYCE L. TWITTY Administrator 
Hillcrest Memorial Hospital, A 


munity Civic Institution Tulsa 


magazine 


most 
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Vore on Industry . . 


I was pleased it! March issue 
of ADULT LEADERSHIP. You c« 
phase of discussion le 


every aiding with 


und practical material. I have yet t 


ee a single fj ublication which covered the 


ibject as thoroughly as you have 
Dr. Cantor article iS not new te 
me, because I have read several of his 


books in which the theme i 


carried out; yet, in this 1 le, surrounded 
by the topic of discussion, it took on me 
meaning 

I am engaged in personnel develoy 


with the General Electric Compan 


in Cincinnat!. In most of our trainings 
programs we 


icepts of adult educatior sem 


inar, discussion and role playing tech 


iques. I find ADULT LEADERSHIP 


lackir in Case and formation directed 
toward adult «¢ ition ol industr 

k ving tl t Is of adult leadershiy 
in imndust and ‘ ri i be hely 

‘ ] 

Phe art G ipthink Grouy 
Phinki t I n S. Ha in wa 
excelle Eve I read Mr. Whyte 

ticle Fortune, I e felt str | 
il 1 tive a ‘ Mr. H 
t t I fee i " t tive 
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I look for rd to reading each issu 

Kee up the i (MARK D'AR( 


ANGELO. Supervisor, Personnel Devel 


General Electr Company. Cir 


Vore on Older Adults . . . 


1 have en ved all the articles 
yould be more interested i irticles 
concerning results of a community sur 
ey of educational needs f adult 


work witl 
KING, D 
Education St. Peters 


yf Petersburys 


the training of leaders to 
Ider people FRANCIS I 
Adult 


College, § 


Florida 


Prison Education 


Much as I appreciate 


ADULT LEADERSHIP, I fee 


Vore on 


the ex llent 


ideas of 


that my own interest has been neglected 
and hope to find it treated in some fu 
ture issue. One of the major challenges 


to, if not areas of, adult education lie 


rehabilitation 


I have 


programs in six of our 


in prison 


hlm forun 
prison road 


While the 


according to the 


been conduc ting 


camps 


during the past few months 


subjects have varied 


men, the underlying aim 


has been to teach, through forum dis 


cussion needed techniques of social 


interaction, problem solving, and citizer 
shiy Never before has anyone been s 
ill-equipped for such a monstrous task 


vritten to tell the ex 
adult 
point out that the 


his is not 
erts what to do in 


However I vould 


leadership 


crence of adult leadership may be ad 
anced by further york in the care 
fully controlled constantly observed 
prison camp situations. We come as close 
in this work, to the rat cage condi 
tior of experimental ence " wn 
social study car 
If it is an aim of research to spe 
cify the conditions of leadership in adult 
education, further attention to prisor 
program will be ell repaid In the 


meantime I will be looking forward t 
any suggestions which will apply t 


\ } 
field of work. (RICHARD Met 
University Extension 


» my 
LEERY 
Division Univer 
North Carolina, Chapel Hill, 


North Carolina) 
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Renews Faith in Discussion 


Group discussion has fallen into di 
repute in our particular group. It seemed 
that folk ere expre ng their opi 
IO! and no one Na widening his horn 
Z f kr led Eact re ould still 
be f tl ime opinior ifter all le 

ere expre ‘ and me f us felt the 
d ' i t fulfills it r wr 
After reading Why Group Discussion 
ADULT LEADERSHIP, March, 19 
| have a better idea {f the mission of 
p discu nd l 4 ‘ 
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j t the University f Michigan, Columbia 
and last immer at Harvard University 
These schools longs if idopted = the 
plan of adult leadership, and the best eae © roup and try it agais RUTH 
teacher 1s the one that can pull out of E. HUTCHINS, Adult Women’s Orgar 
the group the thoughts and ide and izations in the Church, Dayton, Ohi Y 
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A PERSONAL, SPECIAL SERVICE TO GROUPS AND INDIVIDUALS 
WHO DESIRE DIFFERENT OR UNUSUAL ROUTINGS AND ACCOMMODATIONS— 
PRICED TO GIVE YOU THE MOST FOR YOUR TRAVEL DOLLAR! 


Find Out About These Wonderful MADISON Tours NOW! 
There's One to Suit Your Budget, Your Time and Your Interests! 


|. Historic New England 11. Canadian Rockies 21. Havana-Panama 
2. New York City 12. California-Southwest 22. The West Indies 
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6. Old Mexico 16. Nassau, Rahamas 26. Historic Europe 
7. Legendary New Orleans 17. Guatemala 27. Dude Ranch Vacations 
8. Florida—Miami 18. Bermuda 28. Mediterranean 
9. Great Smoky Mountains 19. Puerto Rico 29. Scandinavia 
10. The Ozarks 20. Frontier Alaska 30. England-Scotland 
Circle the Tour which interests you and send coupon Today! 
MADISON TRAVEL BUREAU 
59 E. MADISON ST., CHICAGO 2, ILL. FRanklin 2-2226 
MADISON 
Circle the Tour which interests you & send coupon Today ss lita eine 
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